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CHAPTER T 


INTRODUCTION 


Etatenent of the Drobles: 
The purnoce of this etuty wee twofold: first, to 


anelyze the leatershin on? tacties! training needs of none 
eommiseioned officers in the Merine Cerney; and seeon4, to 
formicte a plen for more adequately meeting these nesds, 
‘The approach to the objective of the atudy required a éeter 
minetion of et least tentative enewers to four fundementol 
queetions: (1) whet leadershiy treinine is being offered to 
noncommissioned officers at wresent? (2) what lLeatership 
training not now being offered 1¢ needed by noncommissioned 
officers in their preeent duties, anf in their future duties 
in the event of national emermeney? (7%) vhat are the various 
possible plane for offering euch training es ie needed? and 
(hk) Of these possibilities, what plan arreare to be most 
feneible, ani yet moet effeotive? 


Definitions | 

| Leadershin.ond tactical training ss used herein re-~ 
fere to cenersl training in the methots of managing men, end 
in the employment of men, weanone an’ terrain for military 


? 


murnoses. This is 4ifferentiated from teahnnical trajning, 
which prepares men for the rerformance of certain teennical 
specialties, or for the employment of srecial wearone or 
maghines, 

The noncommieeioned ranke in the United States Marine 
Corps are denoted as follows, from the senior rank 4ownward: 
Master Sergeant (seventh pay gerade); Technical, Sergeant 
(eixth pay grate); “taff Sergeant (fifth pay grade); Sergeant 
(fourth pay gerade); ona Cormoral (third pay gerade). Members 
of the first three of these rankerroupe are known as gteff 
For reasons woich will arpear 


lester, the neede of noncommissioned officers in general will 
be studied, but plans for answering those needs will empha- 
size improved training for the steff noncommiesioned offieers, 
with the thourht thet they will inspire, terch, ant guide 
thoee of lesser ranks to greater efficiency. _ 

For certain purposes of this disevesion, noncomm o« 
eioned officers of the Marine Corpe will erbitrarily be cone 
sidered ae@ falling inte tvo broad eategories: first, those 
teshnicolesnenialiste who are given noncommissioned rank 
primarily in consideration of the teehnies] training and 
ability they must display in orter to perform their assigned 
autier; and second, thoee ling noncommissioned officers who 
are not especially treined in teehnical specialties, but 
rather are chiefly concerned with the actual lesding and 
han@ling of men in military groupe or formations. “hile the 
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ffetinetion between these ecaterories 1l# not everywhere clear~ 


eut, 4¢ de useful for certain seneete of the 4iscugeion, 


Need for the Study 
Noneommisaioned officers have lone been considered 

by military leatere ae the backbone of any militery orgenise- 
tion, This concent reste on en appreeiation of those funia~ 
mental functions of coordination and control of men which 
are performed by neneommissione?d officers in thet extremely 
important erea between the level of exeoutive decision and 
the level of setual verformance of tasks assigned. In a way 
of thinking more familiar to the civilian, the noncommissioned 
officer may be likene? to the first-line supervisor of ine 
fustry, the importenese end diffieulty of whose role is erpree 
ciated everyvhere in the induetriel wort. | 

: In the “arine Corne of today, the Line noncommissioned 
officer may be the assigned lender of an infentry squad or 
platoon, or seaond in comman? te the commissioned lesder of 
a platoon, or & hey assietant to the company commantior, > He 
may thus be the aetuel commander of un to forty-four men, or 
& resvonsible assistant to the commenter of some two hundred 
twenty-one men. In other eases, he may be aesigned te posi« 
tions of steff responsibility in the command eehelone of 
larger organizations. In all of these Jobs he is concerned 


Phagrent sete -Temsene of Organization, . & Marine Corps, 


fefly with the hen4line of men, as intivicuals and in growpe), 
either "strovebossine"™ them in working “etelle, inetrueting 
them in basic or technical matters, or tactically emmloying 
then in training or in combst, Over an? above these srnecific 
functions, he ie at all times involved in what might be 
called the routine management of hie men, organizing the de=9 
tails of their “hoveekeeping,” furthering healthful living 
habite ameng the group, end giving personal help an’ guidence 
to those woo need personal or professional sasieteance, - 

The noncommi¢eioned officer in hie role se a leader 

@an be fully successful only if he hae « proper combination 
ef: (1) 
an’ teehnicves pertinent to hie Job: an’ (2) efuinistrative 
fompetense in the unterstantding, motivation and hondling of 
men, as vell o@ ability in teaening both edministrative and 
technicn! skille to hie men.? Put with the inorense of me- 
ehenice1 meane for the conduct of warfere, the temeante of 
that mechanization for teehnical training ten? to obeoure the 
Vital need for training and competence in the administrative, 
or lesfership fields, That thie ahoulé be oo, in enrite of 
all the welleworn watehworis to the contrary, ie surerising 
to asy the leaet. Yapoleon's maxim, "The moral is to the 
material ae three to one," ie known by ane by pear pi all 


oo in weapons, machines, tactice 


1. The term “administrative competence” as here uset does 

Bok pater to te skill in those stereotyved routines gee 
recoréie, revorte ond vlations = are thought of a¢ 
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officers in the Yerine Cerne, ae ore the cuotations from serv. 
fee menuesle tynified by the following: "Yan de the fundia~ 
ments] instrument of war: other instruments may change but he 
remeine pelatively conetent. Unleea hie behavior and ele- 
mental attributes are understoot, grose mistaker will be mede 
in olanning operstione and in troop lesding,® And yet, tech 
nicel training for our noneommicsioned officers isa often 
streesed to the 4etriment of leatershin training. 

From the vory nature of hie fob, 1% ie implicit that 
the line noncommissioned officer must first of all be profi- 
ecient in what ie loosely termed leaderchip, or "the art of 
- Anflueneing humen behavior, "” He must be imbued with e sence 
of responsibility to hie men, cornizant of how they think and 
react, ané otherwise skilled in humen relations, Perheps 
Gowequal with this attribute, the line nocomrissioned officer 
must be personally wellegrounted in the teeties on? teehniquss 
of bie unit and ite weapons. Concomitant with the latter 
attribute, he must be #kilful in the fumfamentale of teaching, 
for he will conetently be called wnon to inetruet hie men tn 
basio military subjecte an? in the tactical employment of 
their arme. 

Very often the Teen Pa noncommissioned 
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affieer is aleo enliled unon, by hie ageignment es the senior 
eniieted man of hie eaneetaliet unit, te provide administra 
tive ané@ taetion] leadership of the unit, Thie is ueuelly 
in affition to the beste recuirement thet he funotion ae a 
skilie’ teehnician, ant se the "foreman" in charge of the 
other teehniceleaecialiets in hie shop or unit, 

Probably ag a result of the tenfeney te stress tech 
nical training at the expense of managerial or leadership 
training, there is teday in the Marine Corpe, an? in the 
other armed services ss well, © general feeling of the inade~ 
quacy of our post-war noncomaissioned officers ae resneneible 
leaters, This feeling is expressed in the current training 
Aireetive for the Pleet Marine Forces, promulgated by the 
Commandant of the Marine Corns. To quote, in part:? 

+ « « The Inespeotor Ceneral's renorte, ae vell 

ae reports of individual observers attenfing traine 


ing exercires, a forth “e wae? ee noany junior 
of heove end Bonen | oe Ar 


* +t} i ae (Tt : eupny 4 i 

wil etuay thie problem carefully and take such 
eters ag are required to remety this eituation. Pare 
ticular ervhasi«e shell be vrleced on troop sehoole for 
unior A a ott ie ees ree Hd nema y pena pee has 
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be placed on the resnonsibility of the steff none 
commissioned officers for instruction «end ecuide 
ance of nonerconmiesioned officers of the lover 
peyeratog. 

It ahoult briefly be explained here that the eurrent 
training policy of the Marine Cores depends primarily unon 
onetheejob treining an? seheele conducted by poet ané unit 
commantere for treining of enlieted men. This syetem ia 
greatly sugmented for teebnical training by the eseienment 
of onilieted estudente to the many an@ verled teehnical schools 
‘operated by the “Marine Corpe, the Army, the Navy, and the 
Air Fores, as well ea civilian ageneies. Sut for the funtaw 
mentally important, difficult-to-learn leadership an? taeti- 
eal skills, there is no Marine Corpsewide equivalent of the 
teehnica? achool system. | 

Aecorting to the Direator, Division of Plans and. 
Policies, in the Headquarters of the Merine Corps, several 
attempts have been made in the last few years to eetablish a 
regular noncommissioned officers’ eehsol, on a Marine Corpse 
wide basic, to implement remedial action for thie deficiency 
in training, but esch time ". . . pereonnel stringencies pre- 
vented ite accomplichment."? these attempts to improve the 
situation indicate a cleer realisetion of the need for in- 
prove’ lestership ond teeticsl training for noncommiesioned 
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officers of the Corps. ut thus far, ne feasible and satigu 
factory alternative syeten has beon instituted. 

A major aepect of the need for this study revolves 
about the pesectime reduction of perconnel in the armed 
forees. while the Marine Corps becomes emaller, the militery 
femande of the “eold war" permit no ecuivalent reduetion in 
the misceions and responsibilities essigned te the Corps, 
There can be only one enswer: inoreased efficiency in per 
formance of duty, ond of training ond ereparation for emer 
gencies, Tranealeting thie into terse of noncommissioned of-~ 
-fieers, the fewer such officers, the lese the Merine Corpa 
een tolerate ineffielensy awong ther. The noneommiesioned 
officers of 211% caterories mast be highly qualified te perm 
form an? teach leedershin and taeeties, s@ well ae their teche 
nieal enecialty if they heve one, if the Marine Corne is to 
fulfil ite nesigned miseione, | 

Again, looking tevert mobilisation for « future var, 
on obvious goal of Marine Corps training oust be the prepam 
ation of 211 renke to nseume the additional reeponsibilities 
of higher rank when the Corps is expended. Here the eteff 
noncommissionese? officer becomes the foes] point of special 
coneern: being at or near the top of the enlisted rank~ 
structure, he cannot evoit being considered as 2 potential 
junior officer. In times past, the suitably qualified none 
commissioned officer wee sent to an officer-eantidate school 
after the omerfeney haf etruck, At euch a time, instruction, 
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sunervicion, phyetieal fae’ ities ant time were inadequate 
for sount eehooling, ‘oreover, there woe seldom time efter 
commtetion of the sehool to learn to apply the knowledre, 
befors entering on esetive onerations, Ag # result, many of 
the noncomelssioned officere who were commiasioned in vorid 
war II left much te be desired in their aecertance and dia« 
charge of the resvonsibilities of leadership, Thie situation 
ean best be foeed in advance of future needs, by a studied 
_ improvenent of the peacetime treining of noncommissioned 
officers in both technical an@ stministrative fields, 
aaa tor tha itudx 

A atudy of this problem should be of interest and of 
potential use to the Marine Corpse at large, if it does no 
more than to foour attention towan! and clarify thought upon 
® problen generally recognized but nowhere fully onalysed. 
More epecificelly, the study may alee be of Aireet help to 
these officers of Heatouarters, United States Merine Corps, 
who are charged with the formulation of policies covering 
the training of enlisted men, and of the preeurement of 
officer-material for national emergencies, The steff of the 
Merine Corpe "chools, Cucntion, Virginia, mey alee find the 
stuay of use in future consideration of the training neede of 
noncommiesionse’ officers. | 

In summary, it te felt that there is a demonstrated 
and important need for study of the means for improving the 


10 


Leadership and teeties! training of noncommissioned 
in the Marine Corps. tir emer to eee 
pene Baten’, ethene of fh 1a 


by | _ pio ance, Wo 
j } se wall 4 iy aig ~ 
re 2 alt een § : Ay: vas | 
; ) WX nA 7 x - 


er 

J vas 

CTs 
hie 4 


e@ i) 
We a 


% 


’ ws af re | ae - oz : 
af — at eed aon ee ae 
: ) ed 

nw mse re RY TRG 2 
‘, Se er ' er 
. vb Be: } ‘ it te } ; 
ie] ‘i © ne - cr eg re \ in? Pid. 42 
"4 
‘ 


' 
* 
: 
$2 es 
t} 
Yu oe 
¥ ' oa } 
> % 
‘ 9 
Rel { 
~— | =“ 7. 
= mh : 5 4 
+ 4 
‘ :~ ? 
P S 
vt. A ee 2 o, 
j iy hh > Ay 7 


" CH uaa, | off 


CHAPTER iI 


HETHOD ADOPTED POR THE STUDY 


Ae stated in Chapter I, the twofold purpose of the 
study was: (1) to analyse the leadership and tactieal train- 
ing needa of noneormmisaioned officers; an4 (2) to formate 
® plan for meeting those needs, The firet of these required 
7 ond ® statement of 
Prom these, by « seahamadencts 
analysis, the resultent training needs could be determined, — 

The establiehment of over-all training needs vas done 
in two ways, one generel, and one epecific, The former wae 
® brief review of modern thought on lesdership needa in the 
armed services of the United States, the Marine Corne in par 
tiovlar, The letter was an attempt te esceure objective 
evidence of the evecific neede of Marine noncommissioned 
officers. 

vhile every officer of experience has a wide range of 
piecemeal] impressions of these neets, drawn from ranfom 


in. me These training nooin vere coneidersed to be thoes necessary 

fulfitinent of aut ee ne aeioned offie 
corn, a8 2 founéetion for reseible service os commissioned 
officers in event of a nati emerrency. 
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observation of the vroblems freed by noncommissioned offleers 
in the various rheses of service, these impressions, it wae 
felt, are novhere aesembled inte o usnhle, compact cofe of 
neaie, “heat anpnerred to be needed ee eo point of denerture 
wan something similer te the job 4eserintion of intuetry and 
of infustrial osyeholoryees summery of the vorker's setivities 
required in the successful seeomplishment of hie joo. only 
on the besie of such on setivity eanalysic or job Ceserintion 
eoul?d the training recuieite to successful performance of 
the setivities listed be thoroughly an4 intellirentiy 
planned, ? 

While 4t ie true that the Marine Corps’ "4litary 
Oeeupational Specialty Manual, 1949" liste the eetivitios 
which a men in any military cecupationel specialty (9%) must 
be capable of performing=-in offeet, givine » job deseription 
Of oneh MOS.—n study of the manuel in@ieated thet while ite 
jod @eserintions rather thoroughly covered the teehniesal ané 
tention! setivitios, they tended to ALererart those setivie 
ties concerne’ with the management, motivation and han‘ ing 
of men, “hile thie lack micht heave been filled in part by 
the etuented rueseewort of any offieer of eonsidersble experi« 
ence, the point wre felt vorthy of some origins) research, 


re 2h, New 


1% 


The Job deserintion given in the /0° Wanusl for the 
job of Infantry tirit Leader (“Alitery Seeunation "mecialty 
rumber 0716)" wae taken ae a baeie for etufy, for severe? 
roncons, Firet, eines the purvose wee to eeteblich ea genera) 
job deserintion, covering the "sore" setivitice cf noncome 
missioned leaders, the Infantry "nit Leader'e setivities ap- 
poared to be thore moet germane to 211 noncommireione’ 
leader caterories, regardless of technics] specialties. 
Second, the Infantry tInit Leader MOS (and related job de} 
soription) reletes to positions in the sixth end fifth pay 
@rades, which were considered to fairly represent an averare 
level in the spread betveen lowerank end higherank noncom~ 
missioned officers, 

With the Infantry Unit Leader's job deseription aa a 
basis, s44itional setivity~-itemse were first conesived by 
personal study an4 reflection. These vere orrenred in suite 
able categories, and eubmitted to « seleeted group of three 
Marine officers an’ three master serreanta in the form of a 
questionnaire which asked them to rete the activityettens as 
to (1) importance to suecersful noncommicsione’ officer 
leafership, and (2) frecuency with whieh the noneonmissioned 
Leader ie called upon to perform the setivity. <Aleo these 
responients were asked to add appropriate setivityeitems to 


1, MOS Manual, United States Marine Corme, 1949 56, 
Washington: U. & Marine Corps, 1949,  * iki 
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any or all eategories, “elete any iteme not considered ape 
propriate, or to improve the wording. of any item needing 
ieprovyenent. Commente wore elec seliecited rerardinge under 
etandability of the questionnaire instructions, ond general 
agpeete of the eatecorized job deren ption, 

In the questionnaires inatruetione it was emphasized 
that thie job analysis muecet be mate on the basie of optimum 
performance of noncommissioned officers in their duties, It 
wan (deemed necessary to pleee this qualification upon the 
eurvey, if ite findings were to be useful in shaping training 
for high-grade performance ag noncommissioned officers, and 
possibly, ae junior officers, 

after the six persone had worked on the cuestion- 
naire, they were interviewed in en effort to learn everything 
possible from them regarding their resections, a@4itions and 
amendments to the tentetive job ‘eseription posed, Ag a Pee 
sult of the cuestionnaires ani the reloted interviews, the 
aotivity-list wae consifersbly enlarged and improved, In 
thie manner the primary Job onalysis wae mate, resulting in 
& Renerel Job feseription for mit@learank, Line noncommis- 
Sioned leaders in the Marine Corps. 

It is vorthy of note thet the questionnaire-interview 
procedure used in the job analysis portion of the researsh 
constitute’ « multi-lateral attempt to avoid the 4isedvantages 
inticated by Chiselli ant Brown’ as sceruing to the various 
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gincle methode of job enalysic. The three officer remponit-~ 
ente, and the writer, hed haf eonsidersbie oppertunity te 
observe noncommissioned officers at their work, Siuse utilig6~ 
ing the primary souree of job information -ghgervetion of 
morkers. The three moster-serceant respondents had in feet 
analyzed the job by nexfomance of tha tok. The qunaiian- 
Daire served to foous and Aireet the responiente' thought 
towar! the problem at hand, avoiding the 4ietractions to cone 
neeted thinking which are inherent in an interview. Finally, 
the interview repaired the shorteomince of misunteretanding 
#0 often fount in questionnaire analyses, anéd enable? the 
interviewer to follow up many of the thoughts and ideas ex~ 
pressed in the cuestionnaires, Thue, four approsehes were 
employes in the gaining of information in the primary job 
analysis. 


<hecuceek 

| The nevly-constructed, tentative jobedeserintion was 
next used s@ the basis for a questionnaire survey, the in 
tent of which vas to further refine the Job deseription, ana 
to Measure certain attitudes rerarting the setivities Listed 
therein, The vesearah was contucted by norma tive-curvey 

methods, with one importent qualification. Ae in the earlier 

job analysis phase, the survey vas used to aecertain setivities, 
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and ettitudee rerartine them, relating to gntimum nerformance 
of noncommissioned officers, Thia wee in sharn contradice 
tinetion to the normal use of the normetiveesurvey in aseerm 
tainine the nreveiling confitions,* Attention waa called te 
thie necessary feeture of the survey in Cnestionnsire Ine 
atructions (see Appendix 2), 

Thies, 1t wee felt, ineured thet the respondent would 

make hie juderente on the basis of optimum porformance, 

father than unon the consideration of setual, observed rer 
formance, provited that the reeponients had both a wite orate 
tieal experience with (or ae) noncommiesioned officers, ant 
an aeaferic appreciation of the optimum funetioning of both 
noncommissioned’ and junior officer leaders, These recuire+~ 
mente pointed to the selection of Marine officers an4 none 
comiceioned officers with considerable line experience ant 
servieo~schocl 4uty, where preeticable, as reepontente. 

The cuestionnaire vas carefully conetructed ena 
testet. It wae composed of three major documents: Sucstion~ 
noire Instructions; Part I, Activity Listy and Part II, 
Rating Yorm, (Pefer to Appendices 2, 3, 4.) The division 
of the cuestionnsire iteelf into parte wes Aaeoided uron 
Ghiefly in orfer to facilitate reproduction an’ elericsl work. 

The Cuestionnaire Inetrvetions set forth the orimary 
a cee te ener ee ey 
1. Carter V. Good, A. ", Berr, Douglas %, Seaton, ae 
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oblective of the survey s¢ follows: *. . « to formulste 6 
more detailed Job (or OS) Aeserintion for noncommissioned 
officers, especially in reference to their roles se leaders, 
an’ to sseertain certain opinions rerarting the setivitics 
ineluded in that Aeseription,* Thie vas followed by defini~ 
tions of Of, Job, Job (or HOS) Aeneription, sn! « reference 
to clarify the peralleliem between the 405 and billet of 
service perlenes, on? the job an® position in intuetry, Next 
there wee offoere® an sxnlan Pp wmurese of the survey, 
Among other thines, the explanation inf@icated that the 
activity-list offere’ was only tentative, that rerhape impor 
tant setivities had been unveittinely omitted, «n4 that some 
Ateme included micht be poorly atatea or unnecessary, Tole 
lowing thie section was one on the procedure to be followed 
in completing the cuestionnaire, PFinelly the reeuirement 
wae gtated, askine the respondent to: 
1. In@ieate, in the smees provided, your resetion 
2, Sync Se Soe eatthtpalsene, TAbtets 
Ancluded, at the foot of the sub-group con- 
% Saonae the statement of any aetivity whieh you 
think ic feulty. 
&, Be eure to give ratings for any activity which 
you aa4, or ehenge. 
Part I hed og ite framevor the correeted job fe 
seription, which wae categorized in outline form to clarify 


the scone and eontente for the reater, ac follows: 


16 


I Lesdershin Pownrward « (Thoce activities: whith 
fAireetiy «effect the men under 
the %CO 

& Combat Lenderahio Aetivities 
(tvelve iteme Listed) 
hi Non-gombet Leadterahin Activitice 
(four iteme lieted) 
C General Leaterahin Activities 
{nine items lieted) 
D Trainings Aotivitiesr 
(three items lieted) 
II Leatershiv Upward « (Those aetivities of the NCO 
whieh direetiy affect the offie 
core in authority over him.) 
s& General Activities 
(aix iteme Listed) 
Ili Personal Aetivities « (Those awtevities nines at 
eelfeinoroverent 
a a. leafer in Mo Marine 


Corns. } 
A Generel Activities 
(gix Sterne listed). 


To utilise the survey for further impreverent of the 
job 4escription, stecunte space for the inelusion of new 
activity-itene, or for the correetion of others, wae provided 
after cach subgroup of the list with the underlined instrue- 
tion: a pae winte items here.” Thies was preferred to 
aking for afditions at the end of the vaner, for the reason 
that it woul4 be easier to think of additions] items or cor 
rections at the en4 of « eubeproun, when the responfient's 
min’ was etill eneared with thet narrow eaterory of eativi- 
Shes, vather tran ct the ent of the entive List, vhen 1% wuld 
be 4iffieult to reconstruct the thoughts which oeeurred 
earlier in the work, | 

Part II, the cahbear Poems war composed of five columns, 
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fhe first merely listed the eetivity iteme by the outline 
Aesienations given them on Part I, ef, TAL, TA 2, ete, 
the remaining four main columns contained rating sealee to 
be marked in answer to the cuestions posed, 

The cuestione and the rating seales employed in age 
Gertaininge the opiniones were develoned by edartation of the 
methots of Chartere ond Wepies.? Tt wae found that their 
methois provided an snever to the writer's desire to estab- 
Lich four basic attributes of each setivity edf@ueed in the 
job analysie, Tirst of these ettributes wes the over-all 
Annortance of the setivity oe « feetor in sueceseful noncom 
miseioneda officer leatershiny seeont was the frecuengy with 
Which 9 noncommissioned officer 4e called upon to do the 
agtivity, over a lon: period of time in general duty; thirt 
wae the derree of G4ffieulty of learning reel skill in the 
aotivity; «nf fourth wee an indication of the best method of 
eonducting the instruction, as between formal and informal, 
or on-the-job, methots, to tench skill in the activity. 

For the firet of these sttributes, a three-inch 
linear continuum vae devised for the rating scale, after 
feilure to get a "epread* of ratings on a test run wherein 
 gix Aiserete eatororins or chotees hoa been provided, three 
points were “enoted on the linear seale, with “not important" 
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1. ¥, ¥, Charters and Dotrlas ammone 
Seatndne ott, on. 19927, 105-106, ee 
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at the left end, “fairly important" at the midepoint, and 
‘ebsolutely essential" at the right extremity. 

A @imiler continuum wae used for retinge of diffie 
culty of learning, the third attribute, for the seme rerron, 
Here the left extremity of the line wae fenoted as "little 
or no effort," the mid-point eg "“eonsidersble effort," ena 
the right extremity as “very 4iffieult. * 

Yor the secon! attribute, frequeney, « 4iserete 
series of six deseriptive eholces ves provited, ranging from 
© for “never,” to § for “eonetently (4aily)." In adaition, 
& seventh deseription, *, meaning *“vhen required," could be 
marked with any other reting, This wee efded to ease the 
minds of the respondents, ae such aetion appeared advisable 
after the test run. However, this item had little influence 
in the interpretetien of resulte, 

In answer to the problem of vhom te poll fer opin- 
fone in the matter st hend, 1t wae decided to follow the 
recommendation of the National Fduection Association Researeh 


Division: 
The hastily oxprese of a la number 
of varyine morit are orenetiy at leas 
value the mature Judement of one or two ox~ 


perte who have the rr ee @learly in mind, and , 
who are able to avalify their snewers appropriately, 


Agcomlingly, after ineorporating changes recommended 


». Research Bulletin of the National Raucetion rt magi 
The cucstionnaire, ». 15, VITt (Janvery 1930), io, 
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py several friendly eritice, aon? after subsitting the cues- 
tionnaire to oreliminary regpondente for o test run, the 
finel inetroment wes evolved, Thie wae submitted to a rroup 
of fifteen officers «né five senior noneormissione’ officers 
the Merine Corps, @#sieoted on the basia of certain @ee 
 plred characteristies, officers on duty conneeted with 
training were preferred, it being felt that their interests 
woulda be slone the line of the etuly. Care was taken, how 
ever, to select the resvontents in euch manner ee to get oa 
fair anororimation of o random sample; reenonients were 
chosen so as to provide as fair oe spread of experience and 
attitude ae possible, = 

A form-letter of tranemittel wae utilize’, enclosing 
the instructions, and Parte T ana IT of the questionnaire 
iteelf. (Appenaiz 1.) ‘he letter set forth the subject ant 
purpose of the research project, and the status of the 
author, It pointed out thet the questionnaire wae being 
sont to s Limited number of persona, seleeted for their spe 
cial qualifications, and that it wae therefore important to 
the survey thet each one reapond. 
Response to the cuestionnsire was foots a tote? of 
twelve officers and five noneomeissione’ officers promptly 
returned them. Of these, a majority evinced sufficient ine 
tereet to write afditionsal notes rerartine the survey, to 
the anthor. 
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inalveis os irmeining curently offened 

The seeond operation in the determination of training 
needs wee to establish clearly the training now being of~ 
fered to noncommissioned offieers, alone the line of leader~ 
ship end teeties. Thie wae done by anslyrzing the eurrent 
training @ireetives dealing with noneommissione’ offieer 
training, ond by surveying the manner in whieh these direo~ 
tives are being exeeuted in veriour types of poets anf or 
genigations, 

the training “ireetives require! were requested ani 
procured from Neatouarters, United States Marine Corps, at 
Washington, . C. Certain deoumentery material “eserlbing 
nonoommiseioned officer sehools being contucte4 at this time 
wae also procured’ in thie manner, A letter to the Assistant 
Ghilef of Staff, 6«3, let Marine Mvision, Pleet Marine Forge, 
elicited Aetailed information covering all agpeete of the 
eohool currently being eonfucted by that fivicion, Similar 
information wee supplied by the Commanding Generel, 24 Marine 
Mivision, Fleet Marine Force, relating to the noncommissioned 
officer school currently operated vithin hie 4ivision, Ine 
formation regariing vhet training was being offered in" 
smaller poste ond organinetions wee baeed upon recent per 
gone] experience an? by visit to nearby orgenizations, 

In the interpretation of the value and effeetiveness 
of training currently offered, heavy “enendence we placed on 
personal experience in line 4uty, servicer schools, and 
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nonconrd sesonet pyr) patent - eontuated in the 
Marine Corps. “Information. on thie rubjeet was colleeted with 
the sikataae of offieers ot Headquarters, UU, %. Marine 
Corps anf at the Marine Corse Scheole, The methote or clans 

Aiacovere’ vere analyzed to determine the sfventages and fige 

. advantages aeeriing to exeh as potential lines of aetion, 

From thie snelysis, eonelusions and recommendations relating 
to the method of presentation of improved training vere 
érawn. 
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CHAPTER TIT 
AMALYSIS OF TRAINING CURRENTLY OFFERED 


the funtanentnl training poldey of the Marine Corps, 
ae it relates to the training of enlisted men, ie set forth 
in Ghepter 24, Part Cc, of the Marine Corpe Mermals 


The primary ageneles for the training of en+ 
listed personnel are onethee ers te ype training and the 


echools conducted by post t commanders. 
The eatabiicnnent and sion of these sohooles 


ie a moet important ra Ha <page wet In omer 
te provifte qualified instructors for these schools, 
and to assure subj whieh esannoet 


in implementation of the foregoing, many different 
teehniosl sehoole in the Marine Corne, other armed forces, 

“end in elvilian institutions have been mate available for 

the trainine of teehnicsaleepecinliat noneommiseioned officers 

an’ privates, The availability of these forme! sehoole to 

the veriouc eaterorier of enlisted men io announee’ in Marine 
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Corps Genera) Order Number ba,? The eehools liated cover 
aimoet every conceivable teehnieal field in military service, 
ani while reletively emell vropertione of the Marines need- 
ine training one be sent to them, they nevertheless conesti- 
tute centers of stufy, develormment, end information in the 
technical fiel4 concerned, The man in such « field aesoci~ 
ates with, ond is often taught by noncomiestoned officers 
who hove attenie@ the central school, The influence of sueh 
eehoole on the rotivetion tower! advancement and on the pro} 
ficienoy of men in the teehnics] fielfs can harily be over~ 
estimated, 

In thie conneetion, 1t is noteworthy that while there 
are many teohnieal schools evailable for the training of 
teohnical-especialict noncommissioned officers, no analogous 
provision i¢ made by the Marine Corps for the inetruetion of 
line and other noncommissioned officers in the fields of 


leedership ond ceners] teeties, This inetruetion is covered 
by the locel sehoole and on-the-job training referred te in 
the fenerel policy. 


Te more erecificaiiy orient post and unit commanters 
in their exeeution of on-theefob training on@ in the contuct 
of post or unit schools, the a it Corpe hae in effeat at 
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thie time « f@irective entitied "Indivifuel Treining of tne 
wee 
lieted Men, * 70 quote from the directive: 


The omimery purpese of thie ormler ie to cet 
forth the stanfdarie of general militery prefi-~ 
ciensy for enlieted men of all ranks, in secorl- 
enee with the objeetives set forth above, ent to 
pregeribe the minimum training uironente neces= 
tary for attainment of those atenderia, . « » 


Ag vreteme noncommissioned officer treining, thie 
Airective states: 


« « « It 4s not eoncidered feasible for thie Head 
quartere to preseribe a apecifie schedule for none 
commiesione’ officer sehools, Hovever, oneh come- 
manfer ie expeete’ to eneure thet «11 none 
commiesioned officers ere thoroughly ee. 
the amengne prescribe’ in paregpranhe 8 end 9 and 
to prepare «o program for o nomeauennelened officer 
echool besed on the gub jects listed in those parne 
greanhe, As set forth in reference (b), due con. 
sideration shall be given to service experience of 
non-commiesdione4t officers, and suceerseful comoletion 
of an examination egret in any of the eubjectes 


Listed herein may ed as evidence of pro 
het pate vv that oubieat without further train 
recudired 


The recuiremente preseribed in paragrevhe § and 9, Pew 
forre’ to in the cuoted pearagrach above, ere ae follows: 


All corsorels and semreante shall possess a fa- 
euhtaoney th and a edge of thore subjeets 
resuired of privates and vcrivates first clase te 


euch « derree ee vill enable them to rive inetrue- 
tion thereon, In 2d¢ition, they will be thoroughly 


u. % Marine Corpe, 1 Pebrvary 
Hondouarters, u, *% Merine Corps, 


Washington, ,, ¢. 
2. Tous, per. § (b). 
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familicr with those basic, teehnical, and tectical 
subjects Listed below, 


(3) Ze 
(b) Teehnd 

(1) Menus 
{c) Teetien? 

(1) £ 


(2) Teetins of the 


The "aubjecte recuired of privates and yrrivates first 
clases," which corporsls ant sergeants must know to the extent 
of being able te teach in them, are: 

Basic eubjeets: 
Pelli for foot troops. 
Military courtesy and 44seipline. 
Militery sanitation and personal hyriene. 
First Aid. 
The pack, 
Clothing and ecuipment. 
Interior guard duty. 
Defense against ehemical attack, 
Shelter tents. 
individual protection, 
feeurity of militery information. 
Teehnical subjects: 
U. % rifle, ealiber .70. 
U. 8 carbine, caliber .30 "1 ond M1Al, 
Rrowning eutomatic rifle, caliber .30 ™1928A2, 


os] - 79" apr 
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Rand ana rifle erenades, 

“Lementary man and’ serial shetormrenh reading, 
Taetiesn! subjeete: 

Scouting and patrolling, 

Combat sienale, 


Taetios of the fire tean. 


All staff sergeants, teehnical sergeants, and 
magter serresntse shell noasese a knowledge of those 
subjects recuired of corvorale and sergeants te such 
a Gerree ee will enable them to give inetruoction 
thereon. In mfdition, they will be thoroughly fae 
miticr with those basic, semen oats. Soe taetical 


subjecte listed below as recuired | 


r the caterory 
of the orcanieation, 


(a) Basic sublenta: .. . 
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enelogure (A) to General Order Mumber 10, enti tied 
“Sample Annucl Training Program," eete up thie "Syllabue for 
Non-Commiecsioned Sehools,” covering those subjects agsigned 
for etudy in paragraphe © and 9: 


Teehnicue of Instruction h 
Interior Guard Duty be 
Technicue of Comman4 bh 
Parades, Peviews and Ceremonies 0 
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waur ‘ 


tours of Training Annual iy 
Carmerele ant Star? grade 
Sergesnts mco's 


Map and Aerial Photo Reading 6 h 
Seouting and Patrolling 6 fy 

Taetics of the Rifle 
Scuat and MLatoon 18 0 
Taeties of the f4fle Company 10 

wWilitary Functions in 
Domestie Gicturbances b 
TOTAL h2 30 


Thie, then, ie the broad training 4ireetive to the 
Merine Corps, ac it reletes to the individual training of 
noncommieaioned officers. While the leet Marine Forees are 
specifically exelude?t from compliance with the above stand 
amie an’ requirements,» whieh inédicate that separate train-e 
ing 4ireetives will be ieaued for those Porees, the conse- 
quent Airective” establiches the requirement of “intivifusl 
proficiency in all... aubjeets recuired by... Generel 
Orfer Number 10 in the cace of groun’ personnel, .. .* 86 
in effect, the recvirements for noncommissioned officer traine 
ing auoted above are arplieable at thie time te virtually all 
Marine Corpe organisations, 

It 46 anperent thet the training requiremente set 
forth sbove specify training in subjects which shoulé in some 


1. This, par, 9 (e)(2). 
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ferree repair the qurrent inadecusey of noncommiseioned 
leadership, viz., teernicue of instruction, teehnique of come 
ment, an! teetias of the rifle saued, platoon end company. 
Rut thie training is done onethee job, and in loeal post or 
unit sohools, As a reevlt, it may be illeormnized, or exe 
Cellent, sceorling to local eonfitions, 


toh 2 
One theejob training is, secomiing te Ghieelli end 
Brown, * "by fer the most frecuen®y used mothod of trainine® 
in industry today. Perhane ita chie? advantages to the 
Marine Corpe, ac to intuetry, are the twofold seonomies: (1) 
formal schools for the purpose need not be established, 
ateffet and meintaineds ené (2) personnel in training can be 
used productively in thelr own orgenisations, while learning. 
But onethe-job training hae serious 4isedvantages, First 
among there is the minteke of aseuming thet « capable leater, 
or teohnician, is s good teachor of leadership, or of the 
teehnicalespecialty, It has been stated after study of “ex 
periensed onerntore" of industry that *, . . such an operator 
is often not capable of even deseribing the method he uses, ** 
Called upon frecuently to teach his men, the Marine fe 


1, Miwin ©, Ghiselli ana Clarence ¥, Brown, Sanaonnel and In- 
fupitialfaxahalacy, Pe 350. New York: | : 
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untoubtedly more cuelified to inetruet then the “experienced 
enereter® of indvetry, but the weakness in the method of 
training is fondementel, and probably nonethelese consider 
adie. Then, too, the operetor of industry usually neede only 
teach « mechanics! or phyeies! process, while the Marine 
must 4o thet and aleo impart akilie in leaferchip and human 
relations, skills more 4iffieunlt te teach under any cireume 


stances. 


Posian’ nit iehools 
. while moet of the commantore of poste and organiza- 
tions serunulously 4iseharce their responsibilities in the 
metter of noncommiesioned officer schools, many fint them- 
selves unable to do the job efficiently for various reasons. 
Amone these ere conflicting duties for the men concerned, 
eapecially in small, non-l"leet Marine Foree units; leek of 
eapable personnel, commissioned or noncommissioned, to om 
gonize and inetruet in the sehool; and laek of the physical 
facilities such ac terrain, texts and classroom, which are 
necessary to an excellent sehool. 

Although no studies of the efficiency of oat and 
unit echools in the Marine Gorpe ere avallable, personal ex 
perience an’ recent visits to several posts infieate that 
while seme sehoole are extremely efficient in teaching leafer- 
ship and tacties, the Marine Corpoewide efficiency is relae 
tively low, This situation existe not beeause of lack of 
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official concern, but rather because of the wide variation of 
eonditiones existing in the 4ifferent poste of the Gorne, 

which render it difficult te establich end conduct better 
noncommis¢ioned officer training, Aleo, it i¢ more 44fficult 
to measure end determine the reevlt of leadership training 
than 1t te to mensure teehnicel proficiency. As a result of 
thie, it is not too resdily anpperent how inedecuate the trein- 
ing in leetershin skille is under the existing on~the«~ job 

ana unit sehool treinine system. 

Nevertheless, Lt miet be a@mitted that Marine Corns 
- noncommingioned officere receive a rood share of training 
through on-the-job training ond attendance at nost or unit 
aehools, In the matter of leadine an# hon4line men, the 
Merine learne much by fdoing--exeeuting his duties se a email 
unit leater--and by imitetion-~observinge and modeling hime 
 *eelf after lestere of Aemonstreted ability, with whom he 
comes in contact, 

It 4s probable that the Marine line noncommissioned 
officer ie at least se well trained for hie job ae is his 
counterpart in other services. An Army member of ean inter 
service group of treining observers recently reported ae fole 
love, after the frown hed toured various beeie training ine 
stallietions of the armed services:* 
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« « » The members of the committee aleo, in 
their explorations on the subject of leadershin, 
found that there wre nothing in the Peruler Army 
to@ay which apprecche? the orefessional noneommie~ 
sioned officer we hed in preewor deye, . .. The 
Harine Master Sergeant seemed a migh more capable 
inaivifuel then what the Agmy had, « » « 


For murposes of comparieon, the lower level of ef~ 
feotiveness of training for noncommissioned officers may be 
considered as the training conducted in minimum compliance 
with the “Syllebue for Non-Commissioned eehools"™ 
treining aecuired in the performance of remular, onethee job 


leedership duties, The meagurable portion of this training 


plus the 


offered is shown for comparison on Graph 3, diecuased later, 2 
Probably reflecting the hichest level of effective- 

hess of noncommissioned officer treining unter current diree~ 
tives are the teo formal sehcolse operated by the let an? 24 
Marine Divisions of the “leet Marine Forse, Organized in the 
late summer of 1959, these schools cre outstanding ettempts 
to improve the quality of noncommissioned officer training. 
The structure of the schools, ané the organization and content 
of courses sre significant in terme of the training needs in 
leadership oni general tactionl knowledge. 
The Division Sensis 

, To clarify understanding of the ist and 24 Merine 
Divisions’ noncommiceioned officer eehools, the following 


1. Sunrhs De 28, 
2. Infra, Phe 39, MO, 
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preliminary comperison is offered, aa Alreetiy excersted 


from the omlierse establishing the sohoote, -** 


*" 


an’ from other 
official corrernont ence: 


Mote a 


lst « —e Pivieion Non-Commiesioned Officers 
Sehootl, 


24 » Division NCO Leaderat Course. 
Length. of Course: 

let - Pive weeke, 206 hours. 

2t = Four weeks (double-blecked), 154 hours, 


Let « &5 (M1 from ist Division: © from let Marine 
Air Wing). 


2A baad 56. 
MAgsion ox Curpese: 
let «+ To provi¢e training for Non-Commiasioned 
Officers in orler te cualify them for treep 
leating auties in the leet Marine Fores, 


24 # (1) To infoetrinete ond sevelor the recui- 
site cuslities of leadership in the staff 
non-comm4 


"Divi “2 i, | samy fone 
ae California, 24 wate: ap 
2, Mivieion Training se a Number rane Davdeton co 

eddcuarters, Marine 
ay ry Gavelias, 1 Meveuber)"A9OD, Vracuiant 


» - Kenaxandian, Officer in Paryad ns NCO Leagera' Course, to 
Agesistant Chief of Steff Headquarters 2a Marine Divi 
pion; RID/wrb over 5986.60,” zh February, 1950, 
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ist ~ The atudents of the first class were chosen 
from the rank of sergreent, 


24 « The students inelute steff "COs of the "Line, * 
commissary, motor trenepert, artillery, «nd 
other fielde, who meet certain administra~- 
tive reculrements. . « . 

fonkent of the Curmieulum: 

Creche 1 ant 2, reeneetively, present the contents 

of the let end 24 Marine Divieions' curricula. 

From the outeet 1% ean be seen thet, while the . 
sehools appear similor in externats, they are actually very 
“ifferent arvrosehes to the vrobles of teaching leadership 
te noneommissione’ officers, The missions of the sehools 
indicete the variation in arproach, but it ia only sfter con 
parison of the courses (Graphs 1 and 2) that the variation is 
‘fully realized. ‘The ist Divieion aypresches the problem by 
‘placing ite mejor effort in insuring competence in the tech- 
‘pioal and tacties! fields, The 28 Division gives very brief 
treatment to that nepect per se, but ploces major emphasis 
on @ detailed treatment of leatderrhip on’ military inetruce 
tion. However, the latter ie made the vehicle of consider. 
able teehnical ané teetienl treining. For exemple, it will 
be noted thet the let Pivieion devotes § 1/2 hours to "Leader 
ship ana Morete*! in the form of: 


Prineiples end Teehnicues 21/2 houre Conference = ¢ 
Troon Leading Txerelses 4 houre Practices] Vork, 
Fielé txerei¢e. 


1. Ist Marine Division, on, ¢cit., Annex Able, 
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while on the other hand, the 24 Division devetes 60 hours te 


tLeatershin™= in thie form: 


Prinecinies of leedershis 16 hours 
fnegial Leadership Teehnicues 15 houre 
Taetiost Leadership 20 hours 
Practios! leadership Prebleme 9 houre 


Agein, in the ease of treining in military inetruetion, the 


Ist Pivicion presente 19 1/2 hours oe follows: 
Prineiples of Inetruetion 2 1/2 hours 
Training Aide hours 
Student Presentations 12 hours 


wherene, in contract, the 24 Pivieton subeourse in milita 
inetruetion inoludes a 61 hour total of:? | 
Principles of “Alitery Inetruction 18 hours 
Teehnicue of Yeapone Instruction 16 hours 
Technicue of Instruction in Mar Feading 14 hours 
Teochnicue of Instruction in Basie 1% hours 
Fubieete 
While they vary widely in eoneent, both syetome are 
achieving valuable remulte in improved leadership among none 
Gommiesionet officers,”*> As hes been stated earlier, lender 
shin involves o combination of teehniqg) competence, ant what 


has been called adminisirative commetence, for lack of 4 


1, 24 Marine Division, op. oit., Syllete and tehedule. 
2, lst Marine Pivision, op, o1%., Annex Able, 
% 28 Marine Division, om, ¢it., Syllebue and schedule. 


ox, from the Commanding Generel, 
’ebruary, 1950, 


5 Statements by three senior officers, Let Marine Division, 
personal interviev, 1 April, 1950, 
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hetter tern." To improve either of these competencies to 

eny Aerree is to imerove leadership, But to achieve gntimm 
reoulte, it ia believed that training devoted to these two 
broad fielde must be carefelly balance’? in such manner as 

te fit, os clesaly as pnossible, the demonstrated neede of the 
typical Merine noncommissioned officer, 


| For a further analyeie of what instruction is heing 
offered’ to noncommiceioned officers at thie time, it is i1- 
lumineting to compere mejor aepecte of the minimal training 
required by Marine Corps General.Orier tumber 10 with that 
prorented by the Marine Divisions, a¢ representing the lower 
Leve? ana higher level, resnectively, of the training offered, 
such & eomparisen is vieuelly presented on Graph 3. For 
nator perepective, the Leaders! Course of the U, %. Army is 
90 cea in the Gravh, This Courre is 4iseussed in. 
Chanter v.? 
ai . the firet aonarent contrast in content is thet in the 
nernl eubjeet of lendershin, Here the 24 Division's 60 
choure fer overshatove the hours of the Generui Onter, the 
1/2 hours of the 1st Pavaston, en’ the 32 hours of the Army 
nlers' Course. While significant, this difference met te 
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wuntiPgeda incerench ae the teaterchin rortion of the 24 Pavia 
gion courte inoludes « few iteme eorparcble to others not 


tiste’t under lentershto in the let Mivicion esureer 


The Leader in Infentry "rtile an@ hb hours 
Cereronios 
Combat omere 1 hour 


Sovever, it le notevertiy thet the former of these iteme te 
taken up in such manner ne to otress the noncommissioned 
officer's function os « leader, an! not merely to teaeh the 
arill or corenony for ond of themselves. 

Sinilerly, in connestion with the “ilitery Inetrue- 
tion ererming on Grach 4, the arparent 4icerepaneies between 
the qoursee note’ here must be interprete’. ‘The 61 houre of 
the 24 Mivicion course cetually inelutes « eoneiferadle 
amount (43 houre) of Man Tending, Saete Subjects, ant Yeapons 
Inetruetion, of whieh teehnien’? eubjeste the courre othervice 
appears to have so Little o¢ eonpared with the let Mivieion, 
It must be noted, however, that the arnmeseh to these sub. 
Jecte fe throuch the tesehing of how to instruet in then, 
mubjeet matter tteelf, an? more inmeortently, of tesehing the 
honcommiseioned officer how to be a better instructor in the 
ental 

In Taeties ond Teehnicue, the let Pivieion course 
Overshatovs all othere vith ite tote of 123 hours, Thie 
Gourse, shown in detei1 in Orerh 1, gives the stofent « firm 
fountation of teaticn! principles anf military tedhnicues 
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Soe eeeeeranan emer? «-) + entmiiens 
| heer at mA aktwrmbanl color \oaaht 


whieh are without doubt valuable to the senior noneommiesione? 
officer an’ potential junior officer. It muet be noted again 
thet the aroarent shorterce of thie type of inetruetion in the 
24 Division cource ie not entirely real, in that some tactics 
and teehnicue ore fount eleewhere in the latter course, 

In considering the differences between the lever and 
higher levele of training offered, both in anount and eontent, 
4% As significant thet the lower level represents that treine 
ing mede available to serhaps five-gixthe of the noncommise 
eioned officers of the Corps, the hicher level te roughly 
one-sixth, Therefore, while the Division sehoole represent 
@ leudiable aten fomard, they are, as presently utiliced, not 
en a@ecuete solution to the Corpa-wide nonecommiasioned traine 
ing problem. 

One over-sll aspect of Marine Corna noncommissioned 
officer training becomes vinible ss a result of the fore- 
goine: the genere?. tondeney to allot a @loproportionately 
large smount of training time to the teaching of tactios and 
technicues, with a consecuent neglect of the administrative, 
or lestership skills, (In this, the 24 Merine Division 
sehool is stypiesi.) In other words, the typice] noncommis- 
sioned officer training inelufes relatively too much of the 
familiar, the subject-matter best-known, ant easiest to teach 
(for the average Marine officer or noncommissioned officer); 
and too little of the things which those in outhority ineist | 
are needed. ‘These would seam to be, by implication, at least, 
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mere coun’, peyeholoriasl ont seetoleries? beees for the 


proper understanding end hen®line of men, 


The alimifieant pointe to be noted from thie commari- 
eon ave, firet, the extreme variability in concert between 
the teo high-leve! echoolsa, cperating unfer the same Marine 
Corns Girectives: and seecnm?, the extremely low stander’ of 
treining required, on¢ aceermliched by Marine Cerne General 
Orter Number 10 in comparieon with the much higher stan@ards 
of training set in the two Civisional msehools, It fe con~ 
Gluded thet the variability in concept of training should be 
reeoneile? at the Marine Oerre level, te insure due regard 
for both the afministrative (or Leadership) ant the teennieat? 
neele of noncommissioned officers, It is further coneluded 
thet the warhability between the stanfarte of the hicher and 
Lever levels of noncommissioned offieer training shoul4é be 
reduesd by the eetablishment of a higher base~Level of Marine 
Corps<vide requirements, ont gome central schooling (1f pose 
gible) for those in eral] poste, if resl improvement ic to be 
made in the lesterchin training of Marine noncommiecioned 
officers, | 
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CHAPTER IV 


DETERMINATION OF HONCOMMISSIONED 
OFFICER TRAINING NEEDS 


dnimcusiisn 

As noted in chavter IT, « determination of leadership 
an@ teotiecs] training needs wae sought throush tw avenues 
of approseh: one general, and one svecifie, The firet of | 
these was o review of modern thought on leadership neede in 
| the arme’ services of the mite’ States, foeusing on the 
Merine Corps in perticular, eeont wae the job analysis and 
opinion-survey, which were conducted in the hore of establigh~ 


ing a more adecuate job deseription for noncommissioned of 
ficers, oné other relatively objective eriteria of training 
neede, 


Probably ae o result of liberal trends in our govern- 
mental ond eoeial processes Suring the lest twenty yeare, 
lesiershiy in every chaee of Americen life has come under the 
serutiny of the peorle more than ever before, Mass communt- 
eations have made the eetivities of cur creat and nearrreat 
leaders the subjeet of daily interest and concern to virtually 
ell citizens, The eritics! neture of worl’ offaire sharpens 
hh 


ri 


Ay MR PR AMD 
“i Vi ‘oe 


h 


j ne ih a, ; 
i) AEN 


' a J 


yS 


the eiticens' interest in every peneuver of politieal and 
fcovyernmental leadershin, The rising soeial conseionsness of 
the balk of our people eresterte-an4 in turn, steme fromeeon 
fasire to participate in sharing our community enfs, The 
growth of laerce social geroups eveh as the labor unions, with 
their local and national hierarchies, permit sociel particle 
pation by lerge numbere ané engenders « heightened interest 
in the loos) on4 netional Leadership, 

This increased soeieal conselousness anf the habit of 
eritical serutiny of leadership by the American peorle ree 
sulted in «a most eritics] apmrsicnl of military leadership 
when unprecedented numbers vere oxlled into service in Vorld 
Wer It, ‘uffles it to any, the etereotyned, old-time, hart~ 
boiled apprenach to leadership whieh hed worked well enough 
prior to and during vorld War I (albeit with much resentment 
on the part of those led, or arivent) was no longer « satianw 
factory solution, For one thing, the everare level of edueee 
tion of the civilien-soléier of the lete war was far aheve 
that of Yorld var I. Comparatively intelligent, and enxioue 
to learn end understand, the serviceman of 19b0~-h§ needed a 
lese arbitrary, more understanding, end more obviously eanable 
type of leadership, if 546 petential service were to be ex 
Ploite to the maxirum, 
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: 1. een aed piney T renort to the Teeretary of War on The 
“Courter vs “Stuliae in cociel. Pavehalor: 
Vol, "rt (the lean Soldier: : : 


op. %Ble2, Princeton: Princeton University — 
Press, 195, 
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It ie indicative of « laek of thet more-enlightened 
form of leadership, vatterne’ to fit not only the neede of 
the military but aleo the needs of our people in service, 
thet so much eritice] comment on military leadership, mili-~ 
tery justice, et cetera, broke out immediately after World 
War II, PA&eeounting thet portion of the unrest which may 
heve been Communicteinepired, the reaction nevertheless intl~ 
ented an area in wich improvement wae, if not immediately 
necessary, certsinly fesirable for strencthening ovr national 
integrity ona ovr potential for future anenrenetes.* 


While the bulk of the eritical post-war attack on 
militery leaferehip we aimed at the Amy, eertain reflections 
of a similar, althouch lees serious sonéition heve been seen 
in the Marine Corps. One impertent manifestation ie in the 
unvillingnese of young Merines to make the Marine Corne their. 
eareer, vhich is evidenced in a very low resenlistment rate, **? 

Indiestions of growing concern over the inadecuacy of 
leatership in the senior noncommissioned ond Junior officers' 


1, Samuel A, Stouffer, ot al., Om, O18., De 379. 
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renke have been many in the recent vaet. The Commandant of 
the Merine Corme hee etated thet "many Junior officers and 
noneommiseioned officers 46 not recaure uo te the high etande 
amie of leadership required by the Marine Corps, et A more 
recent expression of Marine Corns poliey® in the matter of 
umMieretanding, versonalized leeiershin-eewhich te significant 
of a clearly-felt needmegtates in part: 


Our esprit de corme in based upon the existe 
pe of mutual recoeet between the Marine leeter 

officer or noncommissioned = Seveioped. th ant hie aube 
oriinstes, That reaneet is Ceveloped OOM 
mon understanding and «¢ sy oe cus conoters on 
for the dient by of the 

Reaponesibllity for the eee of every Marine 
in hie unit 1s vested ber the leader; that re Gi~ 
bility cannot be Zelerated, Noither gan the leafer 
romain inaccessible the probleme of 
hie eubortinetes sate hie counsel or roddanee, 
Sueh counsel or cuitanes domanie patience, toler+ 
ance, of the utmodt es ges 

Ag it hee in the past, the Marine Corne wilt 
sontime on a personalized baeis, civine due cone 
sideration to the personal situation of each inti~ 
viéual weerine ite uniform, Att offfeern and none 
commiestone’ officers are enjoined to govern their 
confuct sneomingly. 


in more Aireet reference to noneonmissione’ training 
needs, Armitare? reported statistios and observations on a 
group of 7h8 senior noncommiesioned officers, in renke es 
fellowes: 


vu, 8, varine Corns, wissangeen,"s Dy a. 


o TT, = " UY, 8 Marine Backbone of 
a teoebad ah shea article, 1 ett 
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Magter “errennte 218 


Technical *ergeante 17% 
Staff Serveants 198 
fercennte 159 


Re eteted: 


From thosce obeorved, it wae learned that to 
fey's everare nonecommiasioned officer ie 28,49 
yeors of are, e hae hed 11 1/2 years of formal 
efugetion sn4 has a GCT saeore of 112,46, He hae 
had %,4 yeere of service. He te ambitious ae 
evidenced by hie rank, well above the nationsl 
GCT averace of 100, ond hee hed mors formal 
echooling then the evyerere Americen male. Ke is 
very atudious too, as Aeneet by the clare 
greafee atteined in the Inetruetion Company eehooles, 
« « « he le widely treveled, and hee had consifer~ 
able combet experience... on the basie of eold 
atetieties, 1% woulé oppecr thet teday'te Leather- 
neck bide fair to ecual, if not exceed the well 
founded revutation of hie mredoorgcor, 


the study fount, however, thet the average sonior 
noncommiseioned officer fell short of the mark, deepite the 
obvious latent canebilities, The aubjeets "demonstrated 
that they were well qualified oe quartermastere, or typicete, 
or aviation epecielicte, ov antissirorett min erewmen . «. « 
Lous] most of them demonstreted « marked Gefieleney in 4e- 
sirable qualities of lesderenip,.. . . tha/ sense of ren 
eponmibility for others in Marine uniform Leopeereg? leoking. 
+ « « The mejority were obecrved to be exceedingly careless 
in dress, cn@ demonstrated » GLererar’ for custom, tradition 
end courtesy, . . . Meny NCO showed] = complete Leck of 
indcetrinetion in the bosie knewledre Gepected7. . . 6" 

while this stu@y we not reported solentifically, the 
Prepert at leact reflects eonalderable concern on the part of 
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ape reantiy ecoarpetent cheenrerd, 


nen “er, “Mon T.. “timeon™ retired os feoretary of 
Var in *entermber 1955, he etated to his ormineins! militery 
aggietante: 


You have been jo spine but not brutal: eonfitent, 
bat not arrocent; ond ae heve welde@’ the tree 
mendove rpetentd ape tal of Shas aun tey Sate 
Ree et jee 4 | 2 bad Ran IT 


Commenting on the v ese General J, Lawton dotline,* 
Chief of Steff, 0. &. Army atatedts: 
£tnece warts) gum up the reaponeibility that mili. 


tery leeters in « demoersery ove to the Mation, ar 
well as to the citizer-soldiers who are in their 


eere while serving ‘ eclors . . . we feel that a 
tel recuirement of command today, ac At 
giowld be in the omy of eny ® at any 
tine, .* to provide on anawer to eoltior's 
Peetrtine tn ony cannot be founted . 


on ne cubserrience ine 
shee’ nant have an cas teceeioe & oeaiaah tr ae 
a Ao ana Pemmonnibilitier of the 


the Ameriesn soldier must be let--not 
jo tra “ag ge Oe pty he must thorourhly unterstend 


what he ie eelled unon te fo, end why. | ; 

Binee noncommicsioned officers of staff grafe, are 
aiweys looked upon ae potential officers in esse of national 
emergency, certein of the recommentatione of the “eeretary 
of Yor's Roar’ on OfficersMalieted Men's Reletionship's” are 
1. Thin Meek, The Sunday Magazine, Pebruary 12, 1980, ps 2. 
2. Lat Git. | 
3. Stouffer, om eht., re 390. 
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also pertinent. The first entry under the heefing Treinine" 
significantly reeommende: "That, Jn egdi tion to the tmeining 
in tecnicos) subliest<, esch canticete, vhether at Veet Point, 
en FOTC unit, or Officer Candidate tehool, meeaive much more 


the Chief of *taff of the U, *. Air Sores! hee recor 
niset the "need for a training pregram for nonecommiesioned 
officers in leadership end geenerel military subjecte of a 
commend nature," stating that "at leaet an interim training 
 progrem ie neeceseary to reiee the renerel level of profi- 
eleney and education of Air Foree noncommissioned officers, * 

Rear Admiral Sprague, * the Chief of Neval Pereonnel, 
has state’: "Leadership must keer nese with selentific and 
social advancee-indeod, it must setey out in front... 
lesdership essentially deals with human relations... in 
our modern democracy, leadership lesds rather than drives; 
one of its functions is to teach and trein, . . ." 
| Many more utterances such as those quoted could be — 
fiven here, lending edfed weight to the theme running through 
them, That theme may be summerize? thus: in a world of gone 
stantiy inereasing technology, where heavy depentence for 


1. infra, PPe 72, 73. 
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safaty 16 pleeed unon eleetronic end mechanical weapons ant 
complex teehnicves of wer, care muet be exereised to ineure 
that offLeere an? noneommiseloned officers do not become sa 
coneerned with westery of the teehnicuer thet they neglect 
adecuete premaration for sound, understanding leafershio. 
Thie theme hee inesesrable, profound eignifiesnce for the 


modern training of militery lesfere, 


in the first portion of the job ensalyeis part of the 
project, the job feseription given in Military Cceupetional 
Specialty 03146 (Infantry Unit Leader) of the Marine Corns! 
MOS Hormel was used ae the point of deperture, It ie eit 
nificant that thie description esneisted almost entirely of 
activities of an operationel neture, and made no mention of 
any eetivities in the humenrelations aspest of leadershin, 
In e word, they were oll teehnical setivities, preeuming the 
availability of « vell-olled mechine for unew-the rifle 
Plstocn, They reflected ne eonelderation vhatsoever of the 
problem of so utiliging the men that they efficiently played 
their indivitual perte in thet mechine'a functioning, 

It wae for thie reason thet the bulk of the setivity- 
items added as « reevlt of the primary job analysis related 
to the nontechnical, reraonaleecuation eapeetes of leader~ 
ahin. It de felt thet an unterstanding of there activity~ 
iteme ie neoedeary if the results of the survey are to be 
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fully comprehended. The items are as follows, with a brief 
statement of the reason for inclusion, a6 appropriate: 
I S81, Manages grouve of men in the effective accone 
plishment of necesesry, non-combet tacks. 


{In view af the aLanrerate amowunte of time 
spent in taetical ent non~teetios] leader 
ahip in reguler services, it wee felt that 
not vers coneiderstion sen4 training ie 
given to the latter. ) 


2, ‘lorates tasks wisely, supervieing without 
intervening unless sbhsolutely nesessory, 


(The valuable atudiea of ¥ eOregort on effee~ 
tive leadershin ent job saa treetion in ine 
dustry earme to the oonelusion that to give 
a man a sneeific ares of responsibility in 
which he oan be relatively inéderendent to 
exercioe initiative in doing the Pmnde +5: ia * 
key fagter in food verformanes job satis~ 
fection, Aleo in this vein Colonel von 

fnohn? of the German Army stated: “This. much 
is certain, thet we can only brine um and 
train euborfinate leaders to have sale Ones, 
initiative, on@ fontneess of resnonei bility, 

if ve 4o not erib, cabin an? confine thes, but 
rather give then "Preedom of action, within 
their eliotted mhere.) 


3. Solves probleme of non-combat leadershin by 
rational method similar to estimate of the eitu- 
ation, rather than by “offhand* methode, 

(Thie eprang from the feeling that rational 


problem-solving is the basis of e211 intellie 
gent action, henee the baeie of rood 


Bulletin, Nav, Pere. Loy ny 19b6 
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leadership, Ag the military *Eetimeate of 
the Situation” is neeessary te rational 
aetion in combat, so is thie in non-combat 
gitections, ) 


4, Actes eae o counselor for the men of his unit, 
when recuested, helping to resolve their per 
sonal probleme. 


(This came from a oonsiderntion of the 
theraneutie value and imoortance to leade 
ership of letting the men 4isouss their more 
seriouc probleme with their military leaders. 
The value ateme from the consideration shown, 
ag well se from whetever atvice may be given.) 


ICh, xaete eonsietent aiseirline of his unit (thet 
ie, he evoide being lax at times, then eutdeniy 
becoming very etrict, ) 


(Thie ie one of Medrerort at three faetors of 
worker seourity pe whieh eteme Job satic-e 
faction and efficie ney, For thie reason, ana 
frem experience, thie wae felt to s funds 
mental of good militery leefershir. 


5. Attenda to the health en& welfare of the men in 
his charge, without coddling or impairing per 
gonal initiative, 


(Thie ie not only of practical value in maine 
taining combat p Pins aecenrg but productive of 
a morale, Ae shown by the Hawthorne 
aed Mleetrie) *tudies men's attitudes 
tovard doine their jobs well 4c ime 
ea when they know thet i See (or 
Leshemieied is trying to help them end ioproeve 
eonéitiona, } 


1, MoeGremor, on. aLk. 
2, Mum, om c1f., pr. 1147, 
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Fete « good azarmple of eondyet amt of effective 
aetion, for these under his charrve, and for 
others coming io eontect vith bin, 
(fie was included in the hope thet treining 
in 4t might ersdicate thet bad trait of 
leaderahip typitios by the "Don't do ae I dow 
fo ae I gay" attitude. ) 
Takes a personal interest in the men of hie unit, 
etriving to learn the abilitics end limitations 
of each in doing hie job. 
(This item arose from eonsiferetions ny Hl 
are suecinetly set forth in Marine Corns Gene 
eral Order Number 65<<Apnendix 6, ) 
Informe hie men of what te going on, end of whet 
part ie played by their taek in the secomplish~ 
nent of the geners] objective, 
(Refer to IB 2 above, Personal exverience 
an’ the feet that this point ia eleo one of 
¥eGregor's key findings in job aatiefeetion 
led to ineluelon of this iter.) 
Cultivetes an attitude of optimiem and anpreval 
tovar4 the work of hic men, an4 the setivities 
ef higher organizations. 
(Hefer to note under I 6 & above.) 
Usea effective teaching teehniques in hol4ing 
instruotion for the men of his grour, 
(This item came from consideration of the re- 
marks of the Comeandeant of the Marine Corns 
on leadership deficiencies, ) 
Conducts intelligent, temperate — training 


for hia rroun, 
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(It wae felt thet thie aetion enhanees the 
noneommicaioned leaders! prestige, ané® the 
wellebeing onf eatiefoation of the men, Also 
41t wee hoped thet atherence te toie item 
nicht »reyent harmful vhysiee] training, such 
an +e of that eonducte’ @uring vorld War 
ahs 

IIT A 4% Takea reavonsibility for hie eetione and for 

those of hie men, rereardlese of outcome. | 

(This, like ID 2 above, cane from a eonaidere 
ation of the Commandant's remarks on leafler~ 
ship deficteneies, ) 

5 Proves himself devendable under all conditions. 

III Al. TLearne to be an expert in hie assigned billet, 
(This afmite the orimary need for teehniea] 
competence aa a foundstion of foot leaderahin, 
but rveslices thet competence comes beet from 
@ pereonal effort to mein it.) 

2, “*eeks to understand humen nature, 26 a better 
bagsie for unferstenfinre on@ employing the men he 
fesie with, 

(This comes from the widely-base@ reelization 
of tofsy thet leaderehip over American eiti- 
zene muet be based unon understending end 
mutuel resnect, ) 

* Mainteine hirh etanfdarte of @eeorum ent of perm 
sonal anpearence, 

(Hoefer to I ¢ 46 above.) 

& trives constantly te improve himself in the 

technicues of leafershin and management of men, 
(Refer to III A 2 above,) 
5 Cultivates an intereet in, and keene abreast of, 


new Gevelopments of use to the military profession. 
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(This wae ineluded te combat "*aetatue ouo* 
thinking in beth the teenies? end humane 
reletions fields, se an eid to future mili« 
tary effielency, ) 

6, Maintains himaelf? in food phyeieal condition, 
(It wae felt thet omy by thie meane could 
the lester give the oatience and sound 


mont go necessary to the proper solution of 
hie mor bleme, ) 


Basulie of the Job Analyaia: the Job Deseriniior 

As steted in Chapter Il, the primary job anelyele ree 
gulted in » job deserintion which wae ueed as the basis or 
the opinion-survey questionnaire. That job “eseription an~ 
pears as Part I (Activity Liet) of the cuestionnsire, in 
Arnendix 3, However, certain additions and amenéments vere 
suggested in the cuestionnaire-returns, With these, the job 
feseription was formleted in ite final form, This is re~- 
produce? in Anpendix 5, 

Items are listed within enterories in order of their 
overeall importance to successful noncommissioned officer 
‘leadership, as evidenced by the survey. ‘The relative posi« 
tions of ofdef items (at the foot of each category) must be 
eueetione’, for while original items are ranke@ on the beels 
of the mean of the ratings aseignea them by the seventeen — 
resvoniente, the «4ded items are of necessity ranked only by 
the intividuals whe suggested them, 

Item chonges suggeste’ by respondents are addet in a 
Liet velow each entegory. No iteme were discarded ae a result 
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of the survey. The lowesteranked in importance, item I A 12 
("‘Aseures thet weapons and eculpment cre proteete® arainet 
chemical warfare egente"), Ae@é « meen ierertance of 5h genlee 
pointe on the 76 noint eontinuum, pleeing 1t comewhat above 
the midpoint.."fairly important,* This item wae rated as leew 
"“seldtom, if ever® in frecueney of neceseity of performance, — 
Hovever, thie wes intervreted ee net being too significant, 
for the reagon that military personnel cannet take the ehance 
of unprenaredness even for a most unlikely event, if thet 
event be erveial to military euecess, 


Qalnion-Survey Besulte 

The mean of all ratings given on importance (first 
column), frecuency (second column), 2iffioulty of Jearping 
(thira column), and preferred method of tusining (fourth 
column), «re ghown by ratingemarke entered on Part TI (Rating 
Form) of the suestionnaire, reproduced in Appendix 4, Also, 
for easier interpretation of ¢columne one and three, numerical 
voluer of the ratines ore aupplied at the right end of exch 
continuum, These valuee refer to the dietences, in milli-~ 
meters, at whieh the meen retinge stend from the origin, or 
left extremity. The continua of both columns are 76 milli~ 
meters in length, the midpoint being marke@ at 38 millimeters. 
Thue « meson rating o6 given may be expressed se a freetional 
stenting between 0 (e.¢., not important) and 76 (e.c., abeo~ 
lutely essential), in seeleepoints, The numerical ‘esignation 
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of ratines was netescary in omer te averarte the retings, 


on? tar other maniruletions, Metrie syeter measuremente vere 
adented to cinclify the han@line of freetions as decimale, 
an? to furnish «mall enouwth sesle-unite to pnereit desired 
ALCUPEOY » 


Yor purcoses of interpreting ant summaricing the date 
reeulting from the opinion survey, the sotivity items vere 
considered in terme of three main groupings: . 

Group 1 - Oricine) "oS Thome: Those wrt oh items 


of ' et in MON 0926 (Infantry 
nat Leader) of the Marine Gorne' “ne 
Manuel, (27 items) 


+~ ses creget mas en semen 


1agt ape weeult oF the petnery 
op ‘yeie, (49 items) 


peter in Pea Oe porate Wag TR four aetivity~ 


bo we for eye reason that they 
tively minor attitudes or aspeete ae 

Teadershi vhich ado net falt conveniently 

into the above major croupinire 


In Table 1 sre summarized the reeults of the survey 
on the items of Group 1, anf of Sreup 2. Average ratings are 
indicate’ for exeh group, ana for Group 1 plus Group 2, for 
beth “inportence" anf "4iffieulty of learning.” The seme 
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information ie civen for the itene of Srowe 9 in Table 2, 


Paret to be eonetitern4’ wae "“Iemerwtonce 


column 1 of the cneetionneire, Arnificently, the mean of 
the mean retines of a2 setivity~<iteme in Group I-«none- 
teehnical in nature-ewae slightly greater (66.6 seale-nointe) 
then thet of Groun 1, the original 09 Liet of iteme (64 
ecrle-pointe). Further, the mean imvortance of Grown 7 une 
eles greater than thet of Group 1 plue Grom 2 (66.7 seale- 
pointe), whieh eombinetion ineluded 21) the teetical-technical 
‘type eetivities sulmitted in the cuestionnaire. 

A gintler finding resulted from analysis of the thirt 


mean retince of e121 aetivities in Groun 3 wee %1,.5 seale~ 

points, ae commere? with a mean of 27.6 seale=nointe for 
Crow 1, of O gesleercints for Croupe 1 and 2 eombined, 

| Valle the dete from eclumne 2 and & are not euscep~ 


tidle to the gare trestrent, since they ore relate? te (icerete 
eesier rather than te econtinus, bres4 tenfencies in the fate 
ean be detersined by inepeetion, (Tables 1 ana 2) It de 
readily apparent that ~ nt oe remeerrey 


a in bined. aoa ie generally much hicher for Group 2 
than 1t 4s for Groups 1 ena 2, It fe true thet one segment 
of Group 1, thet of IC 1 through I ¢ 3, hee a constantly 
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SUMMARY OF RNAULTS OF SURVEY ON ACTIVITY.ITEMS 
OF GROUP 4 (ORIGINAL MOS ITEMS) AND OF 


GROUP 2 (ADDED TACTICAL ITRMS) 


Item Imrorteonae *recueney Mficulty ¥athot 
; ow bike bak 
TAS 71 5 33 3 
3 51 2 39 2 
70 h 57 2 
7a 67 2 5 2 
7b 66 2 § a 
Ba 61 3 $1 2 
8b 61 3 38 3 
ss) 7 2 39 2 
10 7 5 52 2 
11 ib 1 29 2 
12 66 § 31 3 
Ic ila Phy S hé 2 
lb 67 3 20 % 
le 72 S 59 2 
3 58 he 21 3 
% 71 5 22 3 
79% 72 5 bq 2 
Mean = 6h Mean 327.6 Totale: 
11 26 
6 78 
Groun.2.-iddet Teaotion. Tienes 
BA.2 70 2 61 ? 
2 69 5 9 2 
3 63 3 55 2 | 
Mean = 66.7 Mean = §5 fotel: 3 26 
Mean of all Mean of all Gran’? Total: 
mean item-ratings mean item- 14 28 
= $6.7 ratinge = 40.9 6 39 
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SUMMARY OF RESULTS OF SURVEX OF ACTIVITY.iTH#sS OF 
GROUP 3 (ADDED "ANMINISTRATIVE" ITEMS) 
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Mean of all Mean of o11 pee Total: 
S 
ratings = 66,6 wif 


*® . Ratings not recuested, Ave to presumption of consteney 
inherent in iteme, 
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hich frecueneyerating: but thia, simnifieantly, ie the eate- 
cory heeded "Ceneral Leaderchin Activities,” ae differentiated 
from atrictly combst leadership activities, 

The fourth column eslled for indication of a choice 
among general methole of training for eech setivity. The 
eholces vere presented as shown at the head of column four 
of Part II (Pating Ferm) of Appendix 1. Inepeetion of Tablee 
1 ond 2 shove that cholee 9 wee most often indicated for 
Ateme of Group 3, and choice 2 for items of Grune 1 and 2, 
ag follows: 

2eretinge’ Ioratings®* 


Groupes 1 and 2 bE 6 
Group 3 7 13 


* Some instruction in scetivity shoul’ be riven in 
formal sehool, to be followed by exverienece on 
the job. 
**® Thie setivity is eo reeaily learned by experience 
thet 1% can p rly be left to onethe-job train-~ 
ine and informel "CO schooling (e.e., in Per unite 
Interoretation of Reaults of the curmrey 

Prom the foregoing results 1t ie apparent thet, oe 
evidenced by the activity list of "ilitery Oceuretional 
Specialty 0316, unwarranted etresea hae been placed upon the 
importance of the relatively technical and tactical setivities 
An general noncomiesioned leederchip, and in the training 
therefor. Conversely, too little attention hee been palit te 
the non-technical, cereonalemanagement and humanerelations 
activities in noncommiesioned leadership, judging by the 
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superior imvertance ana greater 4iffieulty ratines sesigned 


there setivitics in Croup 3%. The ratinee on frequency 


performance of setivities further reinforce this interpreta- 
tion, inasmuch «ae Group 7 holds 6 considerable margin over 
Groups 1 and 2 in thie reepeset. 

It muet be noted, however, that the frecuency attri- 
bute is often of much less significenee to military consifer- 
ations than it is te the field of education. Frequency of 
need for skill in an setivity may, in education, be a power 
ful criterion of the importance of that ekill. Sut in mili- 
tary matters, frequency must be weighed carefully against 
eruciality before it ean be used as « oriterion of importance. 
For example, ac mentioned esrlier, e#kill in defense arainet 
chemicel warfare cannot be disrecardied on the beeie of free 
evency of need. “ven though widearresd use of chemical war- 
fare hoe not been mede against our forees since Yorl4 war I, 
chemics1 attack esn be sco Jevastating, so erveial to rilitery 
success when it does hannen, that no one would sdvecate nere 
leeting counter-prevarstion, Similarly, voile many infentry 
staff noncommissioned officers mey serve for long periods 
without leading or helping to lead a platoon in combat, that 
aetivity is so erucial to success when it 4oes happen that 
all concemmed should be vwellequalified to perform it. Re- 
ferring to Appendix 4, 1¢ 1s seen thet this iten, IA 1, re- 
eeived # mean rating of 70 seale-pointe in importance, desrite 
a rating of “1 = Seldon, if ever" in frequency of need of 
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nerforming the setivity. 

In clorcine this thought, however, 1t muct be noted 
thet while the frecuensy sttribete may be unimmortent in some 
military econsideretions, it may be very inrertent in others. 
Aetivitice rete? ag reletively imrortent, and os being per 
formed with hich freevency--euch os the bulk of the iteme in 
Crown Qaeeaonnot safely be overlooked if we sre einerrely ine 
terested in treinine lesfere for optimum suceecs ae leaters, 

An intereetine peredox emerpee from the interpreta- 
tion of the ratings of column four, Yhile Group 3 enjoye a 
higher meen reting in importance, frecueney, m4 4iffievity 
of learning then do Growne 1 ant 2, the tenteney of respond- 
ents wee to leave the training in most of the Group 3 items 
to the hit-oremies system of on-the-job treining end post or 
wnit schools; but for the Groun 1 and 2 setivitier, the 
strong teniency wae to select choice 2-—s0me instrvetion in 
formal school, followed by experience on the job, 

The explanation of thie verafox lies in two diree- 
tions, First, personel experience brings to min4 that the 
average respondent probably hee never seen nsychology of 
group behovior, forerenship, prindi ples of meanarerent, or 
similar hunan-relatione aubjects tevent in the enrineering- 
military type of efuention of which he fe normally the prod- 
uct. Nor hes he seen them teught in service schools of the 
armed forees (unless it be very recently), Purthermore, _ 
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having been recuired to learn whet he hee learned of these 
matters in the echool of experience, the average reepondent 
firet of all Goubts that euch metters can be teught well in 
& sohool, ond secondly feele that nonecommiesioned officers 
ean learn them es he A1daeonathe- job. * 
| A seeont @irestion of exrlenation is thet the average 
resrondent probably tenfe to feel thet we in the Marine Corps 
fo well et these bumen-relatione aeneote of Jeaftereshin any 
way, a0 why devote walunble, Limited time in formel eseheols 

to those matters when there is eo much of teehniaue to be 
tought.” This tenteney leate many to pooh-pooh the warnings 
of officers in high places, the etaticties of the last ver, 
ana the field manuals, 211 of which emrhasize that effeetive 
leafership must consider more and more the vereonal element, 

if we ere to cet the most out of our machi nes-<ant formations<« 


of war. 


1, This wae evidencea by certain comments on questionnaire 
zetarns O.f.,» with reference to counsels iee Bh), 
't believe 4t con be taught; NCO hae /pbility/, or never 
pea Again, referring to the difficulty of leerning the 
bute of henendability, another resnonfient wrete: "He 
is either fepenfable or not derendebdie. * 


. one wonders pa A it is not more reedily seen thet, ae in 


Menge dt igh. r be page yg will eee og 
onset, and during the s of, a next war; tha 
the only unchanging element whieh one ean lear with 


the certainty of later being able to use the learning achievet, 
fe thet "funderental inetrument of war": men, 


3. fanuel A. Stouffer, ot al., om eit. 
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PLANS FOR OFPRRING RECUIRED TRAINING 


Inixmoivetion: 

Ag & meane of entering into en analyeie and Aiseure 
gion of the possible methots of offering the training deemed 
Aesireble ond necessary for optimm performence of noncommis- 
gioned leaders, it vas decided to review the manner in whieh 
lenfershipetaction] training is offere? in the revere) 
branches of the armed services of the United States and of 
Great Pritein, This was done to establish a wider backrroun4t 
of poseible methods, an’ to rain insight inte the feasibility 
of the possible methods of presentation of training. 

At the outset it must be pointed out for the lay 
Preader that the noneomminsioned officers of the Marine Corns, 
Army, Air Poree, British Army and Poyal Mariner--ant the 
ecuivelent vetty officers of the Navy-enare officers of similar 
statue and funetion in the severe] services. In the vorie 
of Webster's Unsbridgea Detionary, = eneh ic, regerileess of 
branch, "A subordinate offieer appointed from the enlisted 
personnel of an army Jnarine corns, ete.7, holding hie rank 
by virtue, not of » commission, but of # warrant feeved by an 


1. Webster's HS Bionehians deh any Unabridrea, 
feeont F4ition. Tvrinefie o.)% Cc. Merriam Co, 


46 


67 


appointing officer, named by lav." ‘While the techniques em- 
ployed by the subortinote offfeers of the 4ifferent services 
in the pursuit of their duties may be widely veriant, the 
leaderenip qualities reculaite to svceessful performance are 
fundementelly similer. Therefore, the systeme ermpleyed for 
training subordinate officers in the varioum services may 
properly be compared, the ultimate objectives of such syeteme 
being by nature comparable, 

Insemuch eas the Yarine Corpa! eystem for training 
noncommissioned officers hes been fully Giseussed in Chapter 
TII,) that system will not be Aeseribed here. 


The United States Army confucte no formal service- 
wite schooling progrem for noncommicsionea officers in fielde 
other then teehnicel, The training of auch offiners through- 
out the Army ie at present left to individuel unit eommanders. 
This training ie supplemented in technical fields by the 
technical senoole of the various arms end services, @.f., 
artillery.? ‘herefore, for leaderahin treining of noncommia- 
gioned officers, the current Army syetem corresponds to thet 
of the Marine Corrs, ana in confiucted through the modin of 
on-the-job training anf leesl post or unit acheols. It is 


, Supra, vr. 2heh3, 


Personal letter from Colonel ”, 3. MeXean, -1, Personnel, 
Pavision of Plane ant Policice, Nestcuarters, VU. %. Marine 
Corns, Washington, >. C., 8 February, 1950, m 1. 
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likely that this syetem is employed for the eame reacone of 
economy which prevent the Marine Corse from establiehing « 


eontrel echeol ayaten, 


cA 7 1 fees 


The Tere rtrent of the Army ic currently conducting a 
leafership treinine precrem known as "The Leaters' Course, al 
“hile thie vregrem is not apecifically » noneommiesioned 
officer treining promram, it ie of perealiel interest in thet: 


The objectives of the leaders! eourse are 

leet potential lLeafers woe | in their + lg 

me wig an® to tg ay thelr nme | for lead. 

erehi nbs i. ad gee P| 

me ye i per vformance of Autiee which 
the leading of troops, 2 


There 1s a direct relationship between thie course 
eng the treining of future noncommissioned and commiesioned 
officers. Thie is stated as followe: 


This eourse is an initial step in the training of 
the more outstending men who yoke indicetions of 
ability to become naneommise honet ott toers of. ee 
higher grefes, or promise of ultimately 
. commissioned officers. The making of a fini. 
noneommiesioned officer must of course cone vith 


| r training of 
brosfened scone, Tf the capacity £ for ‘Lentership 
ie 4 oned within the @mildier, he ean more 

recaily gradc the teehnical en? prefeasional re~ 4 
quirements which are prereculeltes ot -eivenstanets 
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The Londere' Course ae a eystem is "“ineormorated 
within all treining @ivisione with the express purpose of 
providing the etudents with the epnortunity of Jeeding the 
besia trainees anf teking rart in thelr inetrnetion, wt 

The inaprlieebi lity of the letter cerect of the 
Leaders’ Course to the Marine Corns fe enverent when it is 
eoneidercé thet while the Army trains ite reervits {tretnees) 
in the soncrlie® training @ivisions, where the student leaders 
oan rracticn lendershin ent training woon then, the Marine 
Corre traine all reeruite at the two reervuit denotes, one serve 
ing the enxetern portion of the United States, another serving 
the western. Here virtuclly 211 inetruetion ant training of 
the reeruits te done hy hiphly-exnertenes? noncommissioned 
inetruetors,? The nencommicsioned officers who need the 
leadership treining ore eleevhere, ant coul? not participate 
in reerulteinetruetion and in lee@ine thee, even if that were 
desirsble, Further, the Merine Corne believes thet ite 
policy of training reeruite sevrretely, rather then within 
other organizations, produces « more competent enlieted man? 

Nonetheless, some seneete of the tenders’ Course are 
significant to the problem at hen’, Certein features gould 


well be aoplied in » eystem of improved nonecommigeioned 
officer training in the “erine Cores. Thies in especially 
true with reference to the estebliehment, by Neadeverters, 

of more @etailed recuirements to be met in local sehools, 

The variation in content end quality of noneommirsioned offi- 
cer school currievls serose the Marine Corns, se evidenced 
even in the comparison on Grerh 3, Charter TIT, could be rore 
properly eontrolled by further develonment of the recvire-~ 
mente. Thie develovment eouwl4 reasonably be carried to a 
fegree resembling thet of the “‘aeter Sehefvle® and *Seones, 
objeetives, currerted methote of presentetion, ond references" 
of the Leaders’ Course. 

Briefly, the master schedule of thet prorrem infi- 
eates the tote! hours, ont houre per week for the G.week 
period, which will be devoted to eseh of the twenty listed 
aubjeets. Further, in these mbjeete which the average offi- 
cer doce not know too well how to teach, the eubject is 
breken ¢own into one-~ and twoehour items. For example, let 
us exemine leadership, about the tesehing of which most offi- 
cere know much lees than they @o shout tesching teetier! 
principles, veepone, and ariii:? 


oe. Leadership (°2 hours): -—- fetal hours 
(1 Seteobentien to Seatacehie 1 
(2) Peycholoricsal agmeste of > 
Leadership 
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Personal «adjustment 

Develorment of personality 

Cheracter of « leader 

Roun’ table 4ieeuesion 

Roles of the Army leader 

Objeetives of the leader 

leadermaubomiinate relations 

Roun table Aleseussion 

Solution of leadere' probleme not 
involving bettie lesderehin 

Combat Lescership 

Roun table 44ecussion 

Seleetion, evaluation and 
promotion of Army leader 

(15) Leatere! reaetion test 12 


Moreover, the geane, Qhiesiive, matuod of nnesenta- 


fe et i ee em ee om 
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tion, end references for each unit of the master schedule are 
eet forth in deteil, to seaist the loess) commander, or hie 
inetructors, in planning en4 eondueting effeetive training, 
Por example, let us exemine item m(2) from the previously- 
quoted lists! 


2 (1 hour). 


(a) Se oo summary of the baele elemente of pay~ 
ory end ite nrincivles es explied to lester. 
—y The scientific anmreach to irrroverent 
enderehip. Peeent sfveneee the Army hae 
mote to leaterehin, 

(») an vphewetending of the baeie funce 
ons of the leater in terms of » goala, 
««Conferenee Aivision 
st or hic reorecentative, or by a meme 

ber of na fooulty. 
--Suggest itens 49, 50, Sts 530 rey 


appendix. 
Army texte ana films, ona 2$ other text 
Regardless of the relative merits of the detailed eon- 


(a) 


(4) & 


tent of the Leaders’ Course, the method of setting up the 
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recuiremente ond of eromulesting the inetructional meterial 

in obviously effeetive an4 helpful, The “Syllabus” of Varine 
Cornea Cenerel Order Sumber 10 ia much teen feteiled, and of 
considerably lease agaistenes to the emall detachment commanier 
than vould be the type of material quoted above.’ Inprovement 
should be mede in thet aireetion, if the aim be to exploit 
fully the ceavabilities of loosl commanders in exeouting non- 
commissioned officer training direetives, 


"Nonecommiseioned officer training in the U. % Air 
Foree is conducted slonr the same general lines oa that out. 
ined Lbove/ tor the U. & army."* ‘That is to say, there is 
up te thie time no central sehooline pregram in leedership 
ana teeties for Air Foree noncommissioned officers. Consider 
able thought hae heen riven to such « prorrem, but verious 
faetors have prevented action unen it, 

On &@ Mareh, 1948, the Chief of Staff of the Air Foree 
wrote ag follows to the commendera of the major auboriinate 
aay Foree commante:” 


yess. ga eanntione we. 
1, Statement by two “Merine officers, “erine Barracks tava 
Aar Station, Moffett Field, ge 25 Po prone aes 

eonnl obeervetion, ae recent er of 

on, on foreien shore. 
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tt ia believes that there existe within the 

tip Forme e need for a training progrem for non 
commieaiones officers in Leadershin and renernad 
military subjects of oa commend neture, . « + &t 
Ae felt thet of Least an interim treining prerran 
49 nenencory to reiee the renere? level of profi- 
ciency and edueation of Air Terese non-commissioned 
officers, 

« « « 2t 4¢ recuected that you submit comments 

and regommentations on this proresal to include 
whether o ¢entral echocl would be desirable . . « 
& sumrerted currlievlum, anf cqualifiestions for at 
tendanoe, « . * 

Of the eicht commande affresea’, oix reviled that 
while they reaconise? tne need for improved training of none 
commiceione’ offieers in leatershin and eubseete of a come 
mand nature, they 444 not consider « central sehool system 
to be advisable or desirable, Two anproved the surrestion, 
but 1t is necessary to note that one of those two arproved o 
course of only one month's duration, and that commend ie 
located in veshington, This i# elose enough to any likely 
eentral-sehool location as to minimize probleme of lost time, 
trensportation, and houring. 

Of the reagons given for disanproving the central 
gehool prorram, several sre pertinent to eimiler eonsiderse 
tions in the Marine dorna, Piret wee the beldef that ", . . 
the number of noncommiesioned officers that can receive traine 
ing in « eentral eehoo? would be a mall percentage of the 


tote) mumbor thet shania be froinet. . ¢e® Pivestly related 


q. Fite of officiel correcsendenes, proeured and lent 
Featcverters £, “arine Corps, (% J. Miley to Major 
25 January, i990.) 
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to this point wae the belief thet *. . . This loss of ex- 

perieneced menpover to the eombset unite would sertovely curtail, 

if not altogether ston the eombat training fot the unig?” 
Another major objeetion, while not entirely valid, Le 


nonethealese refleative of the attitudes of many commenters, 


One wrote:” 


Tt ie the opinion... that the procras proroset 
» « « 16 funfamentelly a function of commend ent 
that the esteblishment of such 2 sehoeol worl? onl 
usurp the orereeative and etifle the initistive 
euperntens ecommaniers with results of cvestioneble 
VaALUNa, 


Severe] suggestions were meade by the commonis which 
MAsaypproved the central sehool vlan. ‘These vere intenide’ to 
help in the solution of the problem by other messuren, A 
synthesis of there vould appear te favor a training system 
wherein:? 

(1) the Air Pores Reatquarters ". . . establish a 
genere. oeriedien with totel hourre, on « 

Sovhdwwide bagie for alt USAP eommanis, * 

(2) ", . . @ Gentral eehool be established to train 


¢ officer personnel ce inetrvoetors for none 
commilesioned officer treining. . . .* 


(9) % . . the should sopreech ware a 
0 with some fle bility... to teke care 
leeal nests. . . « the eource Teo 
- Lined by end eoortinated with hes. 
muerters, “ 


~ (%) % 2 4 the treining ehoylt be eontvetet in 
ana equadrone . . « + » « Ot baoe level. . . -* 
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Recent information from the Air Foree indieater thet 
thie investication inte the desirebility of a central sehool 
eyaten hae been fArorned, the matter being coneideraé ". . . 
something to teke un in the feture. oh 

A "NCO Gerpigon Seneol® esurse wee contucted at one 
time by the Wlying Pivleton, 4ir Trainiae Jommend, ant « 
gomewhiet aimilar orerran waa termorarily operated by the sir 
Mnivereity,* Neither of these were seryieeewide in seone, #0 
would fall into « post-orwnit eaterory gimilar to the asehoole 
6f tho Marine “ivielone, 4iscuseed earlier. 

Alao, the Air Materiel Command on 7 Jormary, 1949, 
meereee* @ program of instruetion ‘In Militery Leadershin Te 
Supplement the Primary Management Ppogranm," While the de- 
tailed currigulum eonteing much exzeellent material for leatem 
ship end managenent instruetion, the "progrem vae never put 
into effect. 3 

In summary, the Air Poree as yet hes no central school 
_ eyaten for noneommisaioned officer training in leadership and 
tactics. Up to January 1950, at least, such training wae 
eontucte’ nore or less an it is in the Marine Corve end in the 
Army. 

The Navy Matha, 
° There ie no eervicesvide eystem for formal or cen- 
trully eontroliea schooling of petty offieere in leadership 
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in the U, ©. Nevy. The Navy Rerulations sesign full ree 
aponsibility to the commenting officer of any ship or station 
for all training of his officers and men, as individuale and 
ag 2 team, except in those teehnicc? subjeste which cannot be 
recdily teveght locally, “Inetruetional materiel for leader 
ehip training is furnished to all commen4ing officers and 
they «re exneeted to conduct eveh Letty officer] sehools in 
theese evbjects ae ore feceible, wt The material furnished i¢ 
reference meteria!, however, ant doer not inelude surrestet - 
ourriculs, master schedules, or leseon olens, ee in the case 
of the Army Leaders!’ Course, 


Dritish Methods 

By way of introduetion it shovl¢ be noted that the 
information retarding the British Army whieh is 4teeussed 
here applies equally to the Royal Marines, from whom the ine 
formation wae secured, 
% The British Army hee no central noncommissioned offi- 
cor sehool system for all leadership treining, nor have the 
major commands of the Army. The noncommissioned officer is 
normally trained and selected for promotion in his own unit, 
There are, hovever, “eertain outside courses st Army Sehools 
whieh he can teke ana thereby help himself tovarte perry 


@.6., “OSs course at the Sehool of Infantry, varminster, *” 
Tse euiesensetemmeaaenenensianineritrienatiitenaaditienatianeietiiinatinenndnatatiatatiianaiiamimnintinmnetatnaeel 


1, MoXean, on, c§t., m% 2 


2. Letter, lieutenant Colonel = ¢. © Palmer, 
Royal Marine Office, Admiralty, Lenton % ¥. 1, to raat SO 
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“hile this in effeet constitutes a central seheol for in-~ 
fantry leaders in and teethes, 1% 4¢ not offered to a1] none 
commissioned officers. 

Part I of the "*Syliabue ef Instruetion for Junior %, 
6. 9 Promotion Course” ia esteblished se the guide for non« 
commisaioned officer inatruetion common to all branches of the 
Arey. ‘tudents tere this curriculum in their own local unit.” 

The Junior %, C. % Promotion Course, os published by 
the Toyal “erines, ie beeea wron a six-week program totalling 
267 houre, The syllabus ineludes these broad Aivieione:” 


AURIROTS Penrons 
Teaferanip Training . « « 119 
3 seolloneous aha 
%. Chemics’? Yerfare ? 
bh, Adminietection end Dieeuvesione Zz 
§. PAveation 
2h? 


The leadership element of the above is further 41- 
vided into: 
: 


k& 1 
Drill for getting some. Lee, 1 
thing done ; 
Leadership Mxereises fx, 10. 


13 


Golonel H. F. © Zinptona, - varine Corps Seheols, Suentico 
RM 8/25/33, ea Februcry, 1950; lant to , 
eutner, 


1. Lat. ait. 
& Mm C. o's school, Royal Marines, SvLlavus.of Tnetrueiion 
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{a} Leoturettes 9 
‘prennration of « leetere Lee. 1 
atte and how te Leeture 


Leeturettes fe raetiog/ P. B 


Instructional Technious 4 
Prineiple of Instruetion Lee/ 
Remo 2 
Teehnicve of Instruction Film 2 
in the Army 
instructional Teehnicue —— 
129 


Other itema of inetruetion direetly releted to leat- 
ership appear eleevhere in the syllabus. For example, under 
§ecellancous*® ie found: 


The NCO and hie Duty 28 & 
YMorale Lee. 1 
The Attitute of NCO'e towarie Lee. 1 


their rank ond responeibility 
Ana apein, under "Administration and Miseipline": 
11. The NGO's responei bility Lee. 1 
towarte Public @tores 
2. & 8 G , ‘e autos afloat Lee. 1 
25. “. Ce. % '@ reenonsibilities Leo. 1 
in regart to transrort 
From the foregoing it can be seen that beth the 
Britien Army an? the Poyeal Merines promulgate a fairly de- 
telle@ syllabus of instruction in leadershin, to be carried 
out under the 4ireetion of the loenl unit commander, Over 
and above this sytem for insuring o ecertein level of leader~ 
ahip training throughout the service ie the availability of 
the contral sehool (the *ehool of Infantry, verrinster) to 


2. ee Part I. Yaetern Kings, 
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eertain noncommissioned offieers of promise who want to ine 
prove themeelves, This, then, isa the eubsetence of the Britigh 
meths’ of tereintine nonecwmiaesioned officers in leadership and 


fenereal militery subjects, 


miaxy of Possible Methods 
From the methota employed in the various armed serve 
lees for the teaching of leeforshin an4 cenere] military sub- 
Jeote, three basic methods emerge, They are, with their 
variations: i 
Vethod AW-Trining in local orgenizational or poet 
(station, beae) seheole; 
1 + With cloce, eentrolice’ contre] ond 
direction of course content, | 
2» With a genercl, lessdetellea ecntrol, — 
by the central headoucrters, 
3 = Training instructors from local unite 
fofficer an? MOO) at a central school, 2 
to insure high stenferta of lesdershir 
instruction, 
Method B-~Training in a eentrelized, service-wide school 
system; | 
1 = With one eentrel cehool, — 
2 = Yith more than one school, one for each 
major area, 
Method G--A combination of Methods A ond B, Training in 
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teoal organisational or neet echoole, etandart-~ 
ize? by central hesdcuertere, yot mainteining 

® gentral echool for seleoted anterorics of 
noneommiesioned officers, 

Metho? A(1) Le not exemplified by any of the service 
branches disauseed in this chapter for the training of non- 
commirsioned officers per se: however it t¢ in eeeence the 

game metho? aa exnloyed by the Army in the Leadere’ Course. 
: Method A(2) de the eatepory into which the Merine 
Corns at present woul¢ fall, None of the services use Method 
A(3), but this method wae recommended in the Air Foree in- 
Youtigation into the matter.? | 

Methode B(1) and B(2) ere not in uee in eny of the 
Services aetudied. The first of these hes been unfer etuty in 
the Marine Corpe for some time, but hee never been fully ap- 
sroved.? The secon? ie included ee an obviously useful vert- 
ant with voseibilities of refucine time loet from unit, and 
travel exvenses, 

es Method C, the combination, ie exemplified to some 4e~ 
gree by the eyster in use by the British Army on@ Poyel 
lama 
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At first thought, the central sehool method, 2(1) or 
{2}, woulé anrvear to be the beat, mort efficient answer to 
the problem. There would’ be the advantages of: (1) adenuste 
physice] plant, terrein and frellities, for the conduct of 
the school; (2) a rerular inestruetionel eteff; (4%) no inter- 
ferenee vith etuacnte by narent organization, @.f., cuerd . 
futy; anc (4) © carefully constructed curriculum, based on 
wider resesereh then ie normally poseible at the local unit. 
Also immortant world be the morale and prestige faetore 
Linked te attendance by o etaff noneommiesioned officer at 
euch a sehool, 

fut to offset these, there would be creet @iesdvane 
tages attending thet system. PForemost would be the cost of 
esteblishing a centrel school, in terme of a plant lerre 
enough to secommodate the lerre classes, and in terme of the 
personnel to etaff and meintein tt, A emaller, but consider- 
able coset, would be the tronenortation of the many students 
from their recular 4uty-etationse to the school, en? return, 
A problem 4iffievtt of solution would be that of housing the 
etudente, ané nerhenes their ferilies, 4enending upon the 
length of the course, 
: In efaition to these Alendvanteres there ie the fur 
ther coneideretion that even Mf 9 central sehool syatem be 
granted, thie alone cannet hope to solve the whole problem of 
treining acncommisasioned officers in lendershin end reneral 


teetics. For exannle, the evrrent schoole of the Yarine 
Mivisions train « total of apnroximetely 219 (45 plus 56 x 3 
blocks) noncommissioned officers every six weeke, It is true 
thet both of these orgsnizetions are sperating the schools on 
a minimum of personnel, there being no extra personne? ale 
lotted for the rurrese, But it is not likely thet « central 
school or sehools would more than ecunl these two facilities 
in steff end in outout of aetufente. In any esre, even if it 
be considered that beth sehoole ren on a twoeblock system 
einiler to thet of the 24 "vision, with an aggregate outrnt 
of 336 students exch six weeke, this etill would reecuire a 
long time to effect the bulk of the top three grades of non- 
Boum egioned offieers in the Corns, 

’ The number of euch noncommissioned orticere during 
the fiseal year 1950 averaged very nearly sixteen thousand, | 
on the basie« of eight six-week periods rer year of operation, 
the hypothetical centrel sehool system woul4 trein 24688 (8 x 
936) etudents, or 15,9 ner eent of the total number in the 
Marine Corse atthie tine,’ Complicating this woul? be the 
Dentnt of men into an4 out of these renks, some messure of 
vaich is infiteated by the promotion sllocatione mode at ap- 
proximately six-month intervals, The sllocetions for 1 Mareh 


1950 are ne follower” | foal 
Be Caleulated from 4ata ef by Col » BR. MeXean, 
ad vereeeeens Mivision of and Polle fey Resdauartere, 
Marine Coroe, vashineton, DP. Ces 27 Maren, 1950, 
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50 aho 1651 2082 
Interrreting thic, if 4¢ 49 sonsidered thet the 1651 eteff 
serreant promotions represent neweomers to the staff noncom- 
miseione’ officer groun each six months, a training cutout 
of 245° ner year ie eprerently net enough te sehool the new 
comers elone, And euch a system doer not coneider the 11,183 
serfeantsa, nor the 14,9775 ecorsersle, both of vhieh eaterories 
need treining in lesfershin an? tecties, although to a lesser 
ferres. 
3 Prom thie it fe seen that while e eentral-sehool sys- 
tem would embody many efvantages, 1t would also have several 
eignifieent disaivantares, the most eritios! of which ie that 
thie system, unlese prohibitively large, could not hope to 
train all those needing treining. It fe true, hovever, that 
euch a system could thinkably 40 much te improve leadershin 
ability and prestige among the etaff noneommieeioned officer 
group, even though the syetem coul4 not offer training to all 
of them who need it. 
og Considering this, on@ that the eurrent Yerine Cornr- 
wide system (that of leenl training based upon a relatively 
Loove control of course material ot the Corns level) leavee 
rmueh to be 4eesired in the training of lesdere, attention is 
inevitably fravn to the remaining beele method. Thet is, 
training in loesl schools, under # more elosely-controlled 
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syeten, wherein course content and standards are set te ineure 
at least minimal cualification of trainees in leatership 
ability. 

For the Nerine Cores, such « system would heave the ad 
vantages of costewise feasibility an’ of flexibility to meet 
the needs for training at all levels an@ locations. It would 
have the basic sdivantage of better orientation and information 
ef local commanders and instructors in how to teach leader~ 
ehip skills than is now the cage, It would tap the consider~ 
able abilities of officer ond noncommissioned instructors 
throughout the Marine Corns. 

4n obvious 4isedvantage of this system ie the 4iffi- 
eulty of coniucting 2 comprehensive course of leadership and 
teeties! treinine within many of the voste ond organizations 
of the Corne. It ie aonerent thet ench measures are feasible 
in the Pleet Verine Poree fiviesions, Sut in many other 
emaller stations it woul’ be 4iffieult, if not irveseible, to 
contuct m gourre of instruetion for noneommisaioned officers 
even if it were carefully “predigested® for the loeal command 
ona arrenged by Hes4cuerters, Marine Corns, 

a The remaining combination of metho4s, that of treanine 
in well-standertized lonal eghools but maintaining » eentral 
sehoo2 for seleeted caterorics of noncommissioned officers, 
hee much to offer. It combines the sevarate advantages of 
both syatems. Yor example, while the improved loosl-sehool 
method would work well for certein training organizations and 
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the “eet Marine Yoree unite, the central school eoul4d emnha- 
size training for the noncommiceioneé officers from those 
poets or orrantientions leee able te proverly train their own,” 
The central cercol coul4é ales serve oo a means of treining 
noneommicsaioned (and moscsibly commicetoned) inetruetore for 

; the loeel sahools, 

Another eAventare seorues te the leatementioned come 
bination of eystems. “eeh eredtuete of the eentral seheol, 
either ac an instruetor in ea loenl sehool or as an example 
of enlightened leadership, woul’ be ceanable of influencing 
many younter Merines toward a better af juetment to service 
life. The tendency toward learning by imitation would lead 
many young honcomn’ esioned officers to improve themselves. 


4. Duty assignments for acnecuntesioned officers in a ate 
eurity force (e.¢., st a nevy yard) pnd preclude Pr ate 
tenfence in, or the reguler eontuct of, on efficient sehool. 
While working a temporary hardship on the email unit, de~ 
taching « few noncommissioned officers to a central esehool 
woul’ obviate thie loon) diffieulty in treining for leatershin. 
It is renliced thet personne? ollevances for unite of 
this tyne are held extremely close to setual onerating require- 
mente. Ae consecsuvence, it would be immossible to 4eteach even 
a fow noncommissioned officers te sehool Auring certain inten- 
give vheser of the training year, @e.@, rifle yonge season, 
It woul’ be most 4iffievit to 4etach ther reculerly 
the remainger of the yeer. ft felt, hovever, that email 
inerements covld voseibly be to sehool at one or sen 
short periods of the year, when dn activities beet permit, 
Further etu@ay of thie approach to sclution i¢ believed worth 


while. 
During investigation of the above matters, it vas 
noted that some noncommissioned officers tend to be cones 

assigned to 4uty in noneF, 4, F. poste anf unite, Py are 
therefore seldom, if ever, exporced to mood lester training 
either in lose? sehooles OF onethe= job. It arpeare that saopre- 
priate rotation of all noncommissioned officerea into and out of 
emall poste on* Pleet Marine Foree unite is necessary if cood 
leadership is to beeome widesmrend amonr them. 
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SUMMATY AND CONCLUSIONS 


with reference to training eurrentiy offered: 

1. Marine noneommissioned leatere play an extremely 
important an? 4iffieutt vert in the sotivation, coorfiinetion 
ond control of the intividucl efferte of their men. 

2, While good formal sehooling end carefully~ 
organize’ courses of inetruetion are provided on a Marine 
Corpsaewide basie for the training of technicel-specialtias, 
no eruivelent training in leaferchin and tacties is provided 
on the same baste, 

%. Inatead, leadership and tactics! treining ie left 
to on-the-job methole and to locally-eonducted post and unit 
eehools, ‘The bulk of all noncommissioned officers receive 
their leadership treining in this hit-ormmies manner, 

h, The recuirements established for noneommisstoned 
offieer treining in Genere] Orfer Number 10 are neither eur 
ftetently informative nor hich enough to improve existing 
feticiencies in noneommiesioned leeterchin, 

5. Commendere of small unite or poste are penerelly 
unable, due to conflicting duties and personne) stringencies, 
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to effectively confiuct useful noncommissioned officer sehools. 
Se The let and 24 Marine Divieions conduct exeellent 

noneommigsioned officer eahoole, tit they unfortunately are 

aveilable to only « emall preportion of the nonecommicsioned 


officers of the Corne. These teo schools vary widely in their 


~ goncept of leadership training. 


7. ‘there ie e penerel tendeney in the “ertine Corns 
nonecommiesioned officer school curricula to allot « @iapro- 
portionately lorge arount of effort to teaching teeties, tech- 
ficuees, ond beele subjeete, vith « eonservent neglect of the 
“administrative, * human reletions, or leaterahip skills, 


With referenee to treining needs: 

1. The veight of offieial opinion today indieotes a 
need for unferetanding leaterehip, beaed unon « demoeratio 
coneliferation of the @ignity of the individuel soldier, sailor, 
or marine, 

2, Resulte of survey indicate thet unvarrented stress 
has been nilsaced upon the importance of the technical and 
taction? activities in noneommieetoned leefterchin, ona in 
the training therefor; on’ eonversely that too little atten- 
tion has been peld to the non-teehnical, personel management 
and humen-relations setivities inherent in that leadership. — 
™ 9, Although the survey indicated? thet treining for 
the non-teohnics!, humanarelations category of setivities 
could properly be left to on-the-job training end loeal eschools, 
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it is belleved that sinee these setivities are not being 
properly teurht by thet method, better methots shoulé be ate 


cored ther. 


With reference to vlans for offering treining: 

1. Of the severe] rossible methods, the one which 
epnesre most forsible, yot moet effeetive, is that syeter 
vhereunter: (a) training is eontinued in Leeal echoole, with 
course-content amplified ond "preedigested" for the benefit 
of local inetructors, and standarte set high enough to insure 
reasonable leafership cualifieetions and (b) maintaining « 
central school or schools for certain categories of noncommis~ 
eioned officers (such ce those from small units unable to 
eehool them properly), end for inetructors, 


There is too much of « tenfeney in the Warine Corne 
4 think thet the teaching of teetical an? teehnics) compe- 
tence alone will solve the problem of leek of leatership 
ability. This revrerents faulty reneconing, “hile effective 
military leadership must embody such cometence, it must also 
Anette ® sound understanding and knowledge of the proper 
hanéling of men, The latter must not be left to learning by 
exertonce alone. 
In reference to the ave tendeney, the variability 


in concert of leedershin training should be reeoneiled at the 
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Marine Corme level, to ineure ¢ue regard for both the "ale 
minictrative” (or leedership) end the teehnier) neete of none 
commieraioned officers, Trninine shoul? be designed to pre- 
pare such officers for effective secomplichment of 21) the 
activities Micted in the imereved Job cererintion (Anpendix 
2), with time nx lotted in prevertion to the attribute-ratings 
resulting from the survey (Annendix b), | 

An improved, over-all plan te enhanre noncommiece! onet 
officer training, using the eyetem determine’ to be the moet 
feasible for the Marine Corpe,! showld be put inte effect at 
‘the esrlicst practicable time, 

Noneommisesioned offierrs should be eystematioeslly ae- 
elgned into and out of the Fleet Marine Fores ant other posts 
ani stations, to enable the greatest number to reeeive the 
benefits of optimum on-the-job training in the leafershin 
exille taught in the achool syster, 


While 1t ie felt thet the improvement to the besie 
jod description mate of a result of the job anelyeia in this 
etudy ie coneifersble, it ie suggested thet « much preoter 
inoroverment can yet be made, It is believed that a wider 
survey of opinions of highly-qualified staff noneommiesioned 
officers would yleld much ueeful information. 
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Branching out from the Job deseription, meee 
thet a greet deol rennine te De tee 40, 
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(LETTER OF TRANSMITTAL) M231 Pieo Lane, 
Los Altee, California. 
Mareh 1950, 


AS o port of my vor in the Nevyeeponsored Pereonnel 
AMninistration and Training pregrem here at Stanford Univers 
sity, I am writing » thesis on the general subject of leader- 
 ghip end tacties inetruction for non-sommiesioned officers 

of the Marine Corns. This tople hae been approved for study 
by Headcuartere, “arine Corns. 


The project cenerally denis with an analysie of the 
needs of non-commissioned’ officers in leafership end taeties? 
training, «nd the formilation of a feasible plen to enever 
those needs. In order to give me certain necesrery informa- 
tion, I am submitting the etteched cucstionnaire to » emall 
peleeted group of officers and non-commisaioned officers, The 
membere of the group are considered to be highly cuslified 
to render opinions on this seneet of military treining, 
only 2 fev persone are being polled, you can see thet 1t is 
tmnertent to the study that you renly, 


ease be eure to reed the inetructions earefully. 
Your onewer vill be held confidential; if you do not wish to 
sign the blenk, you need not ao so, although it is desirable 
that you de. te you have — = t ideas not ealled for 
in the cuestionneire, 1 shel Pliad to consider them ales. 
They may be sovended to the blank, 


One final recueet: please 4o not delay in etengper J 
your nnevere, To be of use, they shovl4é be mailed back vi 
a week, It should not teke wore then one hour te eommlete 
the questionnaire, 


I appreciate help, and I thank 


The results of thie study may be of interest to «11 of ue, 
and of some value to the Coros. You will probably 


hear of the reeults in the future, 
Sineerely youre, 


Tf J, Colley 
Colonel, Us %.M. Cs 
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Gbijestive: The primery objeetive of this eurvey ic to 
formulate a more deteilea job (or MOS) deseription for non} 
commissioned officers, espeeially in reference to their roles 
ag leafers, on? to ascertain certain opinions recerting the 
eetivitics ineluded in thet derserintion, 


Definitions: ‘The MOS ie the military ecuivelent of the 
“§ob" of industry. The job fe define’ et ". . . 2 grown of 
similer positions in » single nlent, tbeeinere eetablichment, 
etueationel institution, or other orrenieation. There may 
be only one or there mey be mony peresns employed in the same 
fob.” (Refer to var. 1003, Infl), YOe Manuel 1960, for the 
Aistinetion between "or and billet, which ie the seme ae he- 
tveen Job ond norsition in industry.) 

A Job (or 703) Aesexvintion ie « summery of » men's sotivi-~ 
ties recuire? in the successful eceommiiehment of » certain 
job. It telia the main thinre thet are fone on thet job, 
Gives typical duties, ani may Liat the ecuinment, weanone, and 
personnel that he must be eble to employ in the execution of 
his job. 
Eznlenaiionof.turoese: Only on the barie of « careful 
Jod (or NOs) deserintion ean training for that Job be plenned 
to the best afvantage, The MOS deseriptions given in the HOR 
Manual ore not sufficiently broné in seone for the present 
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nurpone, aithoureh they will be used ac « puide. Thies survey, 
then, will atternt to produce a "OF A4eserintion more inclusive 
of the setivitiers wich make up the job of non-commiasioned 
officer. 

Insemuch sae thie etudy is only concerned with leadership 
and teeties inctruation of « renere? nature, useful to a172 
hon-commissioned officers, the only "Oo @eserintion coneiferes 
will be thet releting to "line,” or tafantry leaders in a 
typles] greden-408 0316, Infantry Unit Lender, This deserin- 
tion ie used as the basis of the netivity list presented in 
the cuestionnsire, Added to thet list are a number of other 
aetivity-itens, tentatively ineluted ofter coneiderable study 
an@ eoneultation with certain officers ané@ senior none 
commiesioned officers. It ie realised thet the combined list 
may be incomplete, ant thet the activities given mey not be 
properly steted, Perhane some shovl4 not be ineluéded at a1, 
Your opinions sre desired in these watterr, | 

All through your coreer you heve been observing none 
Gommiesioned officers at work, acting ee the leaders of small 
units both in peace and in war, You have also been consider~ 
Ang what they ought to be able to do, to more afecuately £112 
the needs of lentership, instrvetion end supervision in their 
unique position between you (the level ef exeeutive deeieion) 
and the troops (the level of exeoution), Vithout realising 
it, you have been meking a eontinuoun Job analyeie of the job 
of non-commissioned Leader in the Marine Corns. hie analysie 
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hag resulted in sound opinions, which we hope you will record 


here, 


Pragedure: In formuloting your enevers, 1% must be con} 
eifdere’ thet o non-commiasitoned legter oan be fully suecess~ 
ful only if he hae « proper combination of Reghnics) eomne- 
Sense in weavone, teetier on? teehnicue, on? adoinisiretive 
fomnetense in the unterstending, rotivetion end henfling of 
mon, and in the effeetive tesching of both a@einietrative ant 
technical ekills to hic men, It may be noted here that by and 
large, the current "OS deseriptione in the "OS Manuel tend to 
etrearc the former, icnoring the latter, 

In effing or amending aetivity-iterne, rlence do not eon. 
sider those teehnicel competencies anplicable only to specific 
ocounpsationel fields, Father, it ie desired thet you consider 
all leadership and teetion] abilities of such reneral applics- 
bility as would be ucefel in any OS of non-commiesioned 
renke. | 

The MOS 4eserintion to be arrived at in this etudy must 
be in terms of ontinum performance, rather then ueual per~ 
formanee, for the fever non-commiarioned officers in peaee~ 
time, the hirher muet be their cuslity. Thie le necessary eo 
that the Corns can maintain high efficieney in the faee of 
perrconnel eute, ont so that non-commissioned officere may be 
Juetifiably Areawn unon for officer meterieal if needed in na- 
tions! emerrency. 
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Eeauirenent: on the attached forme, please: 
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Part T 
Letivity Tist 


LEADERSNIP DOWIWAPD . (These eetivitios whieh 4ireetly 


asteot —_ men under the co) 


1. ‘leads e nlatoon in eombat, effeetively utilizing 
terrain, veanone, ani men, 


2. Supervises seeormlichment of combat tecke by mon 
of his groun. 


3. Solves probleme of tactics! nature, using rational 
methed such as the estimate of the situation, 


b, Superviees preparation of pereonnel, weapons, and 
ecuipment for movement ond combat, 


5. “wpervises the establishment of unit commend rost, 
and assists in ite oneration, 


6. Ageiste in foreulating plene of eetion, and in 
flesicnating location of nositions of weanone, 
sectors of fire, cm? terrete, 


7. Aseiste in peeree e Pifle platoon or company: 
& in setion, and 
db. on maneuvere cn? teetionl probleme. 


8, Aemleter 
ft 1n goomlineting unit's fire and movement — 
— the fire and movement of other unite, 
b, in mainteining eonteet with sf4jecent unite, 
GS, MAreote covering fire for other infantry unite, 


10, Supervises loestion, eonetruetion, snf eamouflar- 
tag of hacty sak Gil eesaberpentitenarans 


obstacles, ond enforces camouflare rere 


11, Aceuree thet and ecuioment are proteeted 
: against chen varfers arente, 
12, Mecuielitions anf 4iatributes amunition, ratione, 
and other supplies. 


4Ge anmronriste items here: 


Ce 
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1. Manatee groune of men in the effeetive accom 
nliehment of netessery, non-combat tasks, 


2 “eleraten tanke wisely, eupervieing without 
intervening unlese absolutely necessary, 


% Selves problems of non-combat lestershin by 
rationel method siniler to estimate of the eitue 
ation, rather then by *offhand® methode, 


b, fete ae e oounseler for the men of his unit, when 
recuested, helping to resolve their rerconal 
probleme, 


1, Agssiste in the eunervision of the: 
trad 

b. routine funettonine, ena 

o tactical emloyment 
of « rifle olatoon or company. 

2. ‘™foreer march @iscipline, 


3%. Supervises care and cleaning of weapons and | 
equipment, 


&, xnete consistent 4ieeipline of his unit (that 
ie, he evoide being lox et times, then euddenly 
becoming very strict. ) 


$. Attents to the health and velfare of the nen in 
his charre, vithout eofdaling or impairing re 
sonel initiative, nf 


& ete s good example of eontuet ant of effective 
aetion, for these under hie charge, an? for. 
others coming in eontact with hin. 


7, ‘Taker a personal interest in the men of his unit, 
atriving to learn the abilities and limitations 
ef each in déoing hie job, 
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8. Informs hie men of what te going on, enf of whet 
yart Le slayed by their task in the seeommliche 
ment of the ganere] objeetive. 


9, Cultivetes an attitute of optiniem on’ approve) 
tovar’ the work of hie men, an? the activities 
of higher organiaatione. 


D Jxphning cativitiaes: 


1. Confvets, or euvervires suboriinates apatite 
treinine tn larantey e ebjeete, 


2, “eee effeetive teach teehnicues in hol? 
inetruetion for oe af hie grour, ing 


3%. CGonfucte intellicent, terverate chyeical training 
for hie grown, 


LEADERSHIP UPWARD » (Thore nativitios of the "OO which 
whe diveethy att ‘foot the officers in 
over him.) 
A Sener). sativities: 


1, Cheerfully reeeives and virorously obeys orders 
* “fren these in animale. 


Ineures wrierstand > af omlere before commencing 
ee ae 


Menorts : ; of tanke agesicned, an? commie. 
Tien, than sppeepetate, , 


bh, Takee resronsibility for his setions ant for 
these of hie men, recerdless of cuteone, 
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Pyeayen hirectf Aenenfable under ell eonditionse, 


Nenfers taetful afiviee anf assistance to leese 
exneriencea junior officers, when euch aetion 
is saypropriate, ant needed. 


PERSONAL ACTIVITIES « (These setivitiers aime? et self. 
inorover 


Ne 


1. 
2. 


ent and grovth a¢ o« leader 
in the Varine Corns, ) 


Leame to be an expert in hie aesiened billet, 


feeke to underetand human nature, ac a better 
basis for understanding and employing the men 
he deala with, 


Meintaines high stendaris of decorum anf of perm 
sonal apnearance, 


Strives conetantly to improve himself in the 
techniques of leadershin and menerement of men. 


Cultivates an interest in, ané nome? abrenst of, 
pte + a aaa of use to the military vro- 
AORLOMN, 


Mainteine himeelf in rood nhysies] condition, 
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QUESTIONNAIRE Kame. 
Part II U.S.M.C. 
Rating Form 


Now important is this activity as a How often is an NCO called upon NC Considering methods of training NCUs: 
actor in successful NCO leadership? to do this, over a long period som curerouL yas i Shieaotuywees e - 
of time in general duty? - Is this activity of such importance 
and difficulty that it should be 
Never learned in a formal NCO school? or 
t * a Seldom, if ever NEE a hee Oh = Should some instruction in it be 
no fairly absolutely Occasionally little given in formal school, to be follow- 


considerable 


1 
2 
important important essential 3 - Moderately often (once) or ne effort effort pirrieuit _ ed by experience on the job? or 
or more per month) - Is S activity so reat y learn- 
4 
re 


(Check appropriate point on lines - Often (once or more per wk) Check appropriate point on line, ed by experience that it can proper- 
below, opposite each activity.) 5 - Constantly (daily) opposite each activity) ly be left to on-the-job training 

¢ - When required and informal NCO schooling (e.g. in 

Note: X may be marked with FUF units)? or 

~—~ any other rating. { =1s esirable, although unnec- 

essary, that this activity be 

Circle appropriate number below taught at a formal NCO school? 

(Circle appropriate ninver below 
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Have You Forgotten: 
1. To consider "optimum performance” of NCOs in your answers? 


ae To add any activity-items you think should be considered? 
3. To change any items you think should be re-stated? 


4. To rate your added or changed items? 


THANK YOU VSRY MUCH ! 
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General Job Pereription 


Gore etivities of Nonvermieaioned Leaders 


(Based on Infantry ield, Listed in Order of Importance) 


10. 


1. 


12. 
13. 


tip DOWNSARD » (Those seetivities which directly 
affect the men unter the NCO) 


Supervises vreraration of nereonnel, wearone, 
an? ecudlnment for movrerent end combat. 


Leate « pletoon in eombat, effectively vtilis- 
ine terrain, wennone, on4 men, 

Aeaiete in formulating plens of aetion, ena in 
Aeeionatine Loestion of sesitionsa of wernons, 
segtore of fire, snd tarrete, 


Assiete in lendine « rifle rletoon or conmany 
in aeticon, 


cupervices accomplishment of combat taske by 
men of hie grown, 


*upervi ces pate dbons construction, end eamou- 
flaging of hasty deliberate positions and 
— obstacles, ani enforces comouflece tisei- 
+) 


pony ol in — a rifle platoon or company. 
on manouvere and teeties!. oroblere, 


t 
Seyeeeo tana ~ og ributes ammunition, pations, 


felvee probleme of taeties] nature, us rie 
+ mam method os ag the estinate of the situa~ 
heoiate in ceortinating unit's fire ‘end movement 
with the fire end movenent of other unite, | 
i in mainteining eonteet with ad jecent 

Be ‘ Ef 


Mreets covering fire for other infantry unite, 
eunerviees the establishment of unit commend 


su s0w doo 
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eost, an’ aeeietea in ite onreretion. 


th, Agevures that wearone ont eenioment ere pretected 
agoainet dhemioce] warfere acents. 


1. Assists in enforeine Aiscivline within the unit 
furine combet, 


2, Agourately mekos require? odministrative renorte 


in accormiantce with npevai ling stantine operating 
procedure t 


ia} casualty 
soner of war 
4 ocetion 
progress 


4. emonatrates the utmost determination in earrying 
out orders and in rerforming miesions. 


bh, endures horiehip and 4ise scourcgement in such 
manner es to set an example of eol¢Lerly vietess 


§. “nesures that eacualties are promptly cared for. 


Chanre 2 to : Leads (or eseiete in leading) a 
memes in conbet, off utiliscine 
ter Bike, wnnene end men. (tie, h moy then be 
eleted, 


e ¢ siete in da 
or eoeete cee coaneny 


c:nlaton sr © 
a che pe Pg 


Re yy a or of men in the effective aceom- 
phi of necersery, non-combe t taeke, 

2. "“slerates teste wieely, supervicine vithout 
sasenpenien unloge aieniashely necessary, 


%e calves eae ene of non-combat [eager ag ad 
rats method eimiler to estinate of the situ- 
ation, rather than by ‘offhent" methods, 


POLI wiewo ast 
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Agcte ae eounselor for the men of hie unit, wien 
recuested, helping te resolve their perronal 
nrobleme, 


LAdiiionel itene from survey: 


i, 


26 


Conetantly Genenstrates the necessity of aseunm~ 
ine reewoneibility an’ ef initiating setion, 


Tnfoetrinestes the men of hie unit on exieting 
administrative regulations, 4.e., daily routine, 
uniform of the dey, out of bounds aress, an? 
loesl evetona, 


Senern) Lentershin sotivities: 


1, 


26 


16, 


Asoiste in the euvervision of the training of 
& rifle olatoon or comweany, 


Sate o good exarnle of conduct and of effeetive 
agtion, for those under hie charge, end for 
others coming in contaet with hin, 


Exacts consistent digeipline of hie unit (that 
= avolis being a ee, then suddenly 
becoming very strict.) . 


Aseieate in the eunervicion of the tactical em 
ployment of a rifle slatoon or commany. 


Superviere care an? cleaning of weanone and 
ecuinment. 


Takes a personel interest in the men of his unit, 
striving to learn the abilities and limitations 
of eeeh in doing his job, eva ordes 


Attends to the health an? velfare of the ren in 
without ecddline or immairine perm 


his , 
gonel initiative. 


Agsiete in the avvervicion of the routine fune- 

tioning of « rifle platoon or csornany. 

Cultivetes an attitude of optirmiem ant anor 

tevami the work of hie man, pone wr tend = may 

of sigher organizations, 

informe hia men of what ie going on, ané of what 
in the seeomplish- 


part ic pleyed by their tas 
ment of the general objective. 


TW noo of a0’ amuTOn | 
shects evioaey ow ter feat alee Seen ye: 


o HE Barer 


12. 
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Snaforecea mares diseloline. 


Jadi tions), diene tron sumer: 


i. 


Be 


Incures the adecuaey ent care of dlothing in 
hande of Age mon. 


Requires aleanliness ond neatnese of his men, 
Opgenizes a team, 


Nerelons and mainteine a spirit of unit pride 
szong the ren undor hie euvervirioa, 


" Imainine sctivitics: 


le 


@e 


3e 


Conducts, oF grag tt ne suborlinates con tuet- 
ing, training in infantry oubjeste. 


ses offeetive teaching teehmicues in holding 
inetruetion for the men of hie grou. 


Centuete inteliirent, touperate physios!] traine 
ine for hie EPOUTs 


TI, LEAPERSKIP UPYARD . pee aetivities of the "C6 which 


affeot the officere in 
poe Se over him, ) 


&. Salem otinl ites: 


1. 
2. 


Proves hineelf devenfeble under all conditions, 


Takes resrenetbility for hie eetione end for 
those of his men, regardless of outeome, | 


ch ives = 
laa en 4 pa a ee obeys omlers 


sine‘ abt oleh a 
ing te exeaute them, 


rts vrogrose of taske eseiened, on4 eonple~ 
hie aa ne Fy : 


Renders teetful sfiviee an? agaietanee to lese~ 
experienced junior officers, when such retion 
ie annropriate, «n4 nerded, 


’ . — . 2 
SBR... er ee 
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1, Takes the initiative for seeormplishment of neces~ 
sary taske in the abgenee of orflers, 


2. Memonstrates unfedling bap tery 6 in wort ond 
dat on, t¢ hin sunerfiors ané t hie unit at «12 
Pie. 


change 2 to : Accepte resvonsibility for hie aetione 
ami for these of the men under hic supervision, 
regardless of cuteome, 


ro 3 te : Vigorously obeye orfers from these in 
authority. 


TIT. PERCONAL ACTIVITIES . (Those er ne at ig 
improveren grovth se « leader 
the Marine Corps 


& General retiwi ties: 
1. Temarne to be an expert in hie ageigned billet. 


2% Mainteine hich eten@éams of 4ecorum ant of rer 
sonel spnearanee, 


2, Strives constantly to impreve himself in the 
teehnicues of leatersnip and menarement of ren, 


4, Maintsine himself in mod vhyeics? eondition, 
5 feeke to understand humen ent Bt oe a ee 


basie for understaniing ant employing the men 
he Gealea with, 

& Oultivetee an interest vo and ebreast in 
oe Aevelormente of use to the military profes- 
sion, ; 

éfditionel diene from eurrey: 


1. Avoide undue familierity with juniors, 
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ARIMENT OF THR NAVY 
¥ ¥ NITED STATIS MARING CORP 
SHINGTON 25, PD. C, 
PO nT eo BND 
Dihw 50 L+b1 s 
Sreb$o 


MARINE CORPS GENERAL ORDER) 
Intivicuel eoneideration 
a 65} 


1. Our esprit de corpe is based uwron the existence of mutual 

respect between the Marine leade= loitiae or noncommissioned 

officer) and his subemiinstes. Theat reaneet is develoned 

thre common understanding an& serupullous consideration for 
4ignity of the intividual, 


2. eeronsibility for the welfare of every Marine in his 
unit ie vested in the leafers thet reeronsibility eannot be 
fglerated, Neither can the leafer remain inseeersible when 
the personal problems of bis euborfinates recuire hie councel 
or puidenes, Such counsel or muifenee demante patience, 
tolerance, on? the utmost courtesy. 


% Ag it hae in the peet, the Marine will continue on 
a personalized bacia givine jue consideration to the 
eituation of exe individual vearing it e uniform All offi-~ 

gere an’ noneommircstioned officers ere enjoined to reovern 
tei? conduct nccor*ingly. 


h, Nothing in the foremoing 4ireetive will be construed to 
in@icate eny lesaeninge of the et reat of noncommissioned 
te a nor of the wists Aieceipline for which our Corma is 
noted, 


3: pe mage officers will emrhatice the princivice of pro 
enfershin during the Anetruetion of or counseling with Ly 
euborline officers ant an® noncommissioned officers. 
‘C. B. GATES 
General, %. %, Marine Corpe 
Commandant of the Marine Corps 
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